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INTERNATIONALIZATION OF THE STUDENT BODY
Abstract
This Organizational Improvement Plan (OIP) addresses a problem of practice (PoP) at Oceans
College (a pseudonym), a multilocation, panprovincial community college. Oceans College
currently focuses on recruiting, admitting, and graduating domestic, in-province students. The
number of international students, however, is growing. Currently there are no formal processes at
the College for international students, unlike at the other postsecondary institutions in the
province which actively recruit and enroll international students. The PoP is the lack of readiness
at Oceans College to cope with the significant enrollment of international students. Different
leadership theories were examined to develop this OIP, and appreciative inquiry (AI) and shared
leadership were chosen as frameworks. They both take a positive approach, looking for the best
in people. They both fit the matrix organization of Oceans College. Three key tenets used in this
OIP are that Oceans College is doing many things well, that understanding the culture of the
College is key, and that communication is core to the success of this OIP. The conceptual model
I developed is the 4 C’s of Change—context, culture, clarity, and communication. Using this
conceptual model, AI, and shared leadership, along with cultural theory, I developed an
implementation plan that will allow Oceans College to internationalize the student body over a
period of several years. Assessment and evaluation plans were also developed, as was a detailed
plan to communicate the change to all stakeholders. The conjunction of theory, concepts, and
experience has created an OIP that not only solves the PoP, but also keeps in mind what is
already being done well and what would complement the college culture.
Keywords: organizational improvement plan, appreciative inquiry, AI, shared leadership,
internationalization, change, postsecondary
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Executive Summary
The problem of practice (PoP) explored in this Organizational Improvement Plan (OIP) is
the lack of readiness at Oceans College (a pseudonym) to cope with the significant enrollment of
international students. This OIP frames the PoP, explores possible solutions, and outlines an
effective implementation plan to address it.
Oceans College is a multilocation, panprovincial community college. It currently focuses
on recruiting, admitting, and graduating domestic, in-province students. Oceans College needs to
actively recruit, enroll, and graduate international students on a scale like that of the other
postsecondary institutions in the province. Driven by demographic change and a need to grow
the provincial economy, the Ivany Report (Ivany, D’Entremont, & Christmas, 2014)
recommended that Oceans College become an economic driver for the province.
In order to develop this OIP, several different leadership theories and styles were
researched, including Bass and Bass (2008); Burns (1978); Heifetz, Grashow, and Linsky
(2009); Kotter (2012); and Yukl and Uppal (2017). Along with my over 40 years of experience
as a leader and follower in a wide variety of organizations and my understanding of Oceans
College, I determined that appreciative inquiry (Cooperrider, Sorenson, Whitney, & Yaeger,
2000; Cooperrider & Whitney, 2005) and shared leadership (Pearce & Conger, 2003) were the
best leadership theories to use as they best fit the current state of Oceans College. Oceans
College is doing many things well. Its culture and people are engaged in success, and strong
communication is key for success. Both leadership theories support these tenets. They take a
positive perspective and allow stakeholders to grow and develop with the organization.
I looked at cultural theory (Schein, 2017), because it is so central to understanding the
culture of Oceans College—as it is now and how it will be impacted by change. I developed a
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conceptual model, the 4 C’s of Change, that I used as a lens through which to bring everything
together to develop my OIP. These theories and models form my implementation plan to
internationalize the student body, including all supporting resources, supports, faculty, staff, and
student learning across all College programming.
Chapter One is an introductory chapter that discusses the organizational concept of
Oceans College, describes my leadership plan and lens statement, introduces internationalization,
introduces and frames my PoP, presents guiding questions that support the development of the
OIP, and looks at the organizational readiness for change at Oceans College. This chapter
prepares for the detailed discussion of theory and practice in Chapter Two and the development
of an implementation plan in Chapter Tree.
Chapter Two is an expansion of Chapter One and takes an in-depth look at the leadership
theories and frameworks used in this OIP. The chapter examines in detail the leadership
approaches to change, the framework for change, and possible solutions for my OIP. It also
addresses leadership ethics.
The foci of Chapter Three are the implementation plan, an assessment and evaluation
plan that monitors the change happening at Oceans College, and a detailed communication plan
to ensure that all stakeholders engaged in the change have a clear understanding of what is
happening and its impact on each of them. I have developed a strong OIP that will allow Oceans
College to successfully implement internationalization of the student body.
In summary, I examine the organization at Oceans College, its readiness for change, and
the theories and framework that best create an environment of positive change. I do this by
including what the College does well, understanding its culture, and developing strong
communication throughout the change process. This has led to an implementation plan, along
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with monitoring and evaluation and communication plans, that create an OIP that will lead to the
effective implementation of internationalization at Oceans College.
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Chapter One: Introduction and Problem
This Organizational Improvement Plan (OIP) investigates a problem of practice (PoP) at
Oceans College (a pseudonym); namely, its lack of readiness to cope with the significant
enrollment of international students. This chapter provides the organizational context, identifies
the researcher’s leadership position, and frames the problem. It also outlines the guiding
questions that emerge from the PoP and the leadership vision for change. The final section of this
chapter looks at the organizational readiness for change at Oceans College, setting the stage for
the planning and development discussed in Chapter Two.
Organizational Context
Oceans College is a multicampus, panprovincial community college. The College’s
mission is to build the province’s economy and quality of life through education and innovation
([Oceans College], n.d.). It has done this by recruiting, admitting, and graduating in-province
(domestic) students for over 24 years.
Oceans College was created in 1996 by an act of the provincial legislature. Its roots come
from the vocational and trades schools in existence at that time. The provincial government made
the decision to develop a postsecondary community college and combined 19 vocational schools
and institutes to form Oceans College. Currently Oceans College consists of 14 campuses and 3
learning centres/institutes across the province in both urban and rural settings. The College
initially focus on trades training but over the years it has evolved to become a modern
community college offering over 130 programs through five academic schools: Health and
Human Services, Business, Trades and Technology, IT and Creative Industries, and Access.
Oceans College is independently board governed and is seen as the training arm of the
provincial government. The president of Oceans College reports to the board and has an
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executive of five vice-presidents who lead activities at the College. The current focus of the
College is the recruiting, admitting and graduating to employment of domestic students. This has
been the cultural imperative of Oceans College as it meets the needs of the population of the
province and the needs of industry for skilled and qualified employees. The College has not
actively sought international students or provided any type of supports for them.
Oceans College is recognized as an economic driver of the province, as clearly stated in
its mission, which has two pillars of improving both the quality of life and economy of the
province. Its economic imperative is in its mission. Further evidence of the economic importance
of Oceans College can be found in Now or Never: An Urgent Call to Action (Ivany,
D’Entremont, & Christmas, 2014), also known as the Ivany Report. The report examined the
current economic state of the province and made recommendations for the future growth of the
economy. Oceans College is identified as a major economic driver of the province, particularly
in the areas of education, technology, and immigration.
Socially and culturally, Oceans College reflects the province through its students and
staff. It is predominantly made up of domestic students and staff with roots in the province and
family histories going back generations. This is reflected in the student body, most of whom
attend a program at the campus nearest their home. Most programs are offered at more than one
campus. Only a few programs are considered “destination” programs offered exclusively at one
specific campus. This means that most students can stay at home in their local communities
while attending Oceans College. In short, Oceans College has been in existence for 24 years and
has catered to the needs of the provincial economy, its residents, and the industries that employ
them. This focus is reflected in the programs currently offered at Oceans College and the staff
and students who attend it.
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Oceans College faculty are hired for their specific industry skills and knowledge. Most of
them have no educational or pedagogical background when hired. Oceans College delivers a
mandatory adult education program (AEP) for faculty and staff that gives them the educational
and pedagogical skills to become effective educators, combining their subject matter expertise
with educational resources to deliver strong programs.
Mission, vision, and values. The mission of Oceans College is unique in that it has two
pillars: the quality of life of the population of the province and the strengthening of the economy,
which in turn results in an improved quality of life. The College’s mission keeps it focus on the
imperative of economic growth while giving graduates the in-demand skills and knowledge they
need to have a good quality of life and contribute to the provincial economy. The College
focuses on developing strong graduates by giving students the opportunity to succeed in their
programs of study. The College is student-focused and has created a culture of student
centredness. It creates the best possible opportunities for students to succeed by providing
vibrant learning environments and strong student services and supports. This learning
environment is further supported by the nine core values of Oceans College: accessibility,
diversity, employee success, inclusion, innovation, public accountability, safety, student success,
and sustainability ([Oceans College], n.d.).
These values create a positive environment for learning at Oceans College, supporting the
mission of quality of life and economic improvement. These values also create a culture that is
focused on teaching, learning, and developing students to be successful in their chosen careers.
The core of Oceans College and the heart of its culture are the people who make it up. Culture
and people are therefore two key considerations to understand for this OIP.

INTERNATIONALIZATION OF THE STUDENT BODY

4

Organizational structure and leadership. Oceans College, as stated above, is a boardgoverned community college established in 1996 by the Community College Act, enacted by the
provincial government. The College is led by a president and CEO, and an executive of five
vice-presidents. The executive includes a vice-president academic responsible for the academic
programs, which are offered across the province at 14 campuses and three learning centres,
including an online campus. Each academic school is led by a dean, responsible for the quality of
program delivery. As listed above, the five schools are Trades and Technology, IT and Creative
Industries, Health and Human Services, Business, and the School of Access.
Oceans College is a matrix organization with both direct and functional leadership
responsibilities. Sy and D’Annunzio (2005) defined a matrix organization as “a grid-like
organizational structure that allows a company to address multiple business dimensions using
multiple command structures” (p. 40). This describes the organizational structure of Oceans
College. At the College, each campus has a principal who is responsible for the day-to-day
operations, including program delivery and supports. Academic chairs and managers report
directly to the principals. Deans of the school have functional leadership responsibilities over the
academic chairs regarding program development, resourcing, and delivery. As a school dean, I
have one direct report and functional leadership over eight academic chairs. Some academic
chairs are responsible for more than one academic school at their campus. This matrix
organization can mean that many of the operational leaders of the College will have a direct
report (their principal) and one or more functional reports based on their program mix.
The matrix organization creates a focus on culture and people, and clearly understanding
both is important in order to have an efficient organization focused on teaching and learning.
Gottlieb (2007) described a matrix organization as “cross functional collaboration” (p. 5). It
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accurately describes the nature of the culture at Oceans College, which is one of schools,
departments, and campuses where leadership, faculty, and staff can belong to more than one
component, along with teams created for specific projects and tasks. Gottlieb went on to describe
three types of matrix configurations—functional, balanced, and project (2007, pp. 34–36). The
type of matrix that best fits Oceans College’s organization and culture is the balanced matrix
(Gottlieb, 2007). In our case, everyone is a member of a department while having two or more
bosses across multiple schools, campuses, or departments. This brings into focus the importance
of understanding the organization and culture of Oceans College and why it is a central theme of
this OIP.
Leadership Position and Lens Statement
Having been an educator, leader, and follower for over 40 years in the military, private
and public industry, grades P–12, and postsecondary education, I have seen and been subject to
many leadership styles and theories. These have included the autocratic command and control of
the military to the “flavour of the moment” leadership style based on the latest bestseller.
Throughout all there has been one thread—people. My focus as a leader is on the people I lead
and the impact I have on them as a leader.
Burns (1978) described leadership in terms of power, leadership, and followership.
Leadership over human beings “is exercised when persons with certain motives and purposes
mobilize, in competition or conflict with others, institutional, political, psychological and other
resources so as to arouse, engage, and satisfy the motives of followers” (Burns, 1978, p. 18). He
also referred to the interactions between leaders and followers in two ways: transactional and
transformational (Burns, 1978, pp. 19–20).
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Although I do not disagree with anything that Burns (1978) has said, I believe that there
has been a shift in the leader–follower relationship towards a less autocratic and formal style.
Burns described it as a more collaborative and inclusive approach that actively engages
stakeholders in decision-making. This shift in leadership has created environments where leaders
are now much more aware of the people they lead, and the people they lead are much more
aware of their position in their institution and the impact that they have on it.
Educational leadership. I looked at the work of several different leadership theorists,
including Bass and Bass (2008), Burns (1978), Cooperrider and Whitney (2005), Heifetz et al.
(2009), Kotter (2012), Pearce and Conger (2003), Yukl and Uppal (2017). I describe the relevant
theories later in this section. Along with these theorists, I also examined research into
educational leadership.
Looking at educational leadership was necessary to ensure that the leadership theories
used in this OIP allow for its successful implementation at Oceans College. Niesche and Gowlett
(2014) maintained “that educational leadership is important and has an essential role to play in
the provision of high quality teaching and learning” (p. 373). Şenol (2019) stated that the “main
core of educational leadership, used as school leadership exchangeably, is achieving better
student success in schools” (p. 1). The result of effective application of educational research is
student success. As an educational leader for over 40 years, as faculty, academic chair, and
academic dean, my emphasis has been on people and student success. As faculty, my focus has
been on developing the best possible learning environments for student success. As an academic
chair, I have strived to provide support and professional development (PD) to faculty so that they
could develop successful learning environments. As an academic dean, I provided that support
on a larger, cross-college scale and ensured that high-quality programming focused on student
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success was developed. Given Şenol’s precept that the main core of educational leadership is
student success, I believe that in order for that success to manifest, the leadership theories used
must be ones that will work with the people and culture of the organization.
Brien and Williams (2009) described the challenge of educational leaders today as “to
adapt the corporate model of learning organizations to make schools places where continuous
learning by teachers supports the improved learning of students” (p. 8). In other words, it is the
responsibility of educational leaders to foster student success through the support of faculty and
staff. This is certainly the case at Oceans College and is a focus of this OIP.
One of the pressures facing educational leaders is “new cultural intersections related to
gender, ethnicity, language, socioeconomic status and religion” (McDonald, 2009, p. 188). This
is a pressure facing Oceans College as it begins to internationalize its student body. Cultural
intersections must be kept in mind when looking at the leadership approaches that best fit the
need for student success while adapting the organizational culture to include international
students, address their needs, and provide the resources needed for their success.
Keeping student success in mind as the key result of effective educational leadership, one
more aspect of leadership that needs to be reviewed before leadership theories can be selected for
this OIP is women in leadership. At Oceans College, all five of the vice-presidents and three of
the five academic deans are women. Understanding what they bring to the College as leaders is
important for understanding the institution’s culture of senior leadership. Grogan and Shakeshaft
(2011) listed five ways women tend to lead: “relational, leadership for social justice, spiritual
leadership, leadership for learning, and balanced leadership” (pp. 6–24).
In the first of these approaches, relational leadership, the focus is about being in and
identifying relationships with people in the organization (Grogan & Shakeshaft, 2011). With
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leadership for social justice, there comes a need to make a difference in what one is doing; in the
case of Oceans College, that involves impacting faculty, staff, and student success. Grogan and
Shakeshaft (2011) discussed spiritualism, the third way women tend to lead, as a “source of
personal strength as well as a way to understand connectedness to others” (p. 14). This is a
strength that women leaders bring to educational settings. They ensure that connectedness is
present, that everyone feels a part of the College, and that the focus is on student success—also
the key focus of this OIP. For leadership for learning, Grogan and Shakeshaft stated that “the
changes that women introduce in their organizations most often relate to the improvement of
learning” (2011, p. 18). Having worked with and for women leaders at Oceans College, I have
seen this to be true, and improving learning is at the centre of this OIP.
Finally, in balanced leadership, “women leaders strive for balance between
responsibilities at work and at home” (Grogan & Shakeshaft, 2011, p. 21). I hope that this
striving is true of all educational leaders, but it has been my experience that women leaders do
see the bigger picture more than many male leaders I have known. I think this balance makes
them effective leaders. I believe that in many ways, women leaders care more for the people they
work with, particularly their followers, and this consideration was important to understand in
selecting leadership theories for this OIP.
Having looked at leadership theories in general above, and educational leadership
specifically, I intend to use two approaches to engaging and leading people through the changes
proposed in my OIP. The first is appreciative inquiry (AI), as described by Cooperrider and
Whitney (2005) and Cooperrider, Sorenson, Whitney, and Yaeger (2000), and shared leadership
(Pearce & Conger, 2003). My rationale for using these two theories is that they both focus on
people, and the people and culture of Oceans College will be impacted by the OIP
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implementation plan. I chose AI as it focuses on the positive in organizations while leading
people through change. Oceans College is doing a lot well, so with the shift to
internationalization, the change is being built on a solid foundation of organizational culture.
Appreciative inquiry. Appreciative inquiry is focused on people and their inclusion in
positive change (Cooperrider, Sorenson, Whitney, & Yaeger, 2000; Cooperrider & Whitney,
2005). With all my years of experience, particularly as a college dean, I have found that it is the
positive approach of the people of an organization that leads to successful change. Therefore, I
have chosen AI as an appropriate leadership approach for this OIP.
Three key tenets run through this OIP that are the basis for my choices in the frameworks
I am using:
1. Oceans College is doing many things well, and these policies, procedures,
programming, and supports should continue to be used.
2. Communication is key for the successful implementation of this OIP, and I discuss it
in detail.
3. Understanding the culture of Oceans College as it currently exists and how it will be
impacted by internationalization is core to my OIP.
These tenets provide a basis for the approach I am taking in developing my OIP, and they
will be evident throughout this document. By keeping these tenets in mind, I can clearly develop
a plan for the internationalization of the student body at Oceans College. A further discussion of
AI and shared leadership is now in order.
Cooperrider and Whitney (2005) described AI as
The cooperative, coevolutionary search for the best in people, their organizations, and the
world around them. It involves systematic discovery of what gives life to an organization
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or community when it is most effective and most capable in economic, ecological and
human terms. (p. 8)
Whitney, Trosten-Bloom, and Rader (2010) described appreciative leadership as “a set of
practices that turn human potential into positive performance. It is a positive, strength-based
approach to human performance, collaboration and change management” (p. 3). Appreciative
leadership, and using an AI approach in general, encompasses five core strategies. They are
inquiry, illumination, inclusion, inspiration, and integrity (Whitney et al., 2010, p. 23). Each of
these strategies allows for positive approaches to be taken when leading change, as in the case of
this OIP, through AI.
These two definitions of AI and appreciative leadership are complementary. Appreciative
inquiry is a method for leading people through change using the positives of an organization,
which is what I outline in this OIP. Appreciative leadership and AI connect in that AI is an
approach and method for appreciative leaders to adopt to ensure change happens using positive
performance. Both concepts are about focusing on the people in the organization and engaging
them in the change that is happening. As well, AI aligns with my tenets of knowing what an
organization does well, understanding its people and culture, and engaging with and
communicating with them to bring about change. These considerations are all key to the success
of my OIP.
Shared leadership. Fletcher and Kaufer (2003) defined shared leadership as three
paradigm shifts. Shift One, leadership as distributed and interdependent, identifies “leadership as
a set of practices that can and should be enacted by people at all levels rather than a set of
personal characteristics and attributes located in the people at the top” (Fletcher & Kaufer, 2003,
p. 22). Shared leadership is leadership at all levels of the organization. This ideally fits the matrix
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organization of Oceans College and the critical need to influence the culture of the College and
engage stakeholders at all levels.
Shift Two, leadership embedded in social interaction, positions social interactions as key.
In this concept, “leadership is seen as something that occurs in and through relationships and
networks of influence” (Fletcher & Kaufer, 2003, p. 23). Shared leadership is about the people in
the organization and their interactions with one another. This is a key concept for the
implementation of this OIP, as it ensures that I consider leadership at all levels of Oceans
College and how leaders interact with people throughout the organization.
Finally, Shift Three is leadership as learning. “The kinds of social interactions that
comprise the ideal of shared leadership are differentiated from other, less positive social
interactions by virtue of their outcomes: mutual learning, greater shared understanding and
eventually, positive action” (Fletcher & Kaufer, 2003, p. 24). This a key premise for the
successful implementation of this OIP. By using and supporting shared leadership, I ensure that
the stakeholders are engaged in the process. Through what they are doing now and what they
will learn going forward, the result will be a successful implementation of this OIP.
Kezar (2018) discussed shared leadership as being advantageous for both top-down and
bottom-up leaders as “it can enhance the efficacy of their change efforts” (p. 148). This is an
important factor in looking at the leadership theories for this OIP. Using strictly top-down
leadership will not support a smooth implementation of the OIP as it is directive and
noninclusive. Both top-down and bottom-up leadership must be considered here. Shared
leadership includes change agents working together with those in positions of authority as well
as those who are not (Kezar, 2018). This is an important distinction, one that allows for all
change agents, regardless of position in the organization, to be engaged in the proposed change

INTERNATIONALIZATION OF THE STUDENT BODY

12

in my OIP. The key step is clearly identifying those change agents, both internal and external to
Oceans College. This is done in detail in Chapter Two.
In this OIP, I go much deeper into AI and shared leadership theory as the foundational
leadership approaches that I will use. These concepts, along with both theoretical and conceptual
frameworks, are discussed in detail later in this OIP. These are the leadership lenses through
which I look at my PoP and develop the OIP to resolve my PoP. I look at AI and its impact on
change, including the 4-D cycle of AI: discovery, dream, design, and destiny (Cooperrider &
Whitney, 2005), as shown in Figure 1. This representation of AI shows the cycle of change
through a positive lens and focuses on the people engaged in the change.

Figure 1. The appreciative inquiry 4-D cycle.
Adapted from Appreciative Inquiry: A Positive Revolution in Change, by D. Cooperrider and D.
Whitney, 2005, p. 5. Copyright 2005 by Berrett-Koehler.
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Cultural theory and conceptual framework. The culture of Oceans College and how
that culture may change the implementation of my OIP needs to be considered when developing
my implementation plan to ensure a successful change to internationalization of the student
body. Therefore, I plan on using cultural theory as a theoretical framework for my OIP to foster
smooth implementation. Schein (2017) defined group culture as
the accumulated shared learning of that group as it solves its problems of external
adaptation and internal integration; which has worked well enough to be considered valid
and, therefore, to be taught to new members as the correct way to perceive, think, feel,
and behave in relation to these problems. This accumulated learning is a pattern or
system of beliefs, values, and behavioral norms that come to be taken for granted as basic
assumptions and eventually drop out of awareness. (p. 6)
In other words, culture is a set of conditions through which members of an organization
live, learn, and define themselves (Schein, 2017). I begin with this definition as my OIP will
have an impact on the culture of Oceans College.
A clear understanding of the current culture of the College is important. Buller (2015)
described the “IKEA Effect,” in which people who have been responsible for existing policies
and procedures may be reluctant to change due to their sense of ownership over what they have
created and have been using. Many people in the College may be prone to this effect and exhibit
this reluctance. Kezar (2014) spoke about first-order change “involving minor improvements or
adjustments” (p. 49) and second-order change “where the underlying values, assumptions,
structures, processes, culture needed to be addressed in order for change to occur” (p. 49). Once
again, culture is central to change, and this OIP will introduce change to the College. I have
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developed my OIP using the models and theories of leadership discussed to successfully
counteract resistance and implement change at Oceans College.
Manning (2018) used the metaphor of theater to describe organizational culture: “all
involved in the performance exercise vital roles in culture building” (p. 71). This metaphor
highlights that cultures are made of up of a diverse group of individuals, subcultures, and
alternative ways of looking at the organization. It describes the interconnectedness of culture and
is a strong analogy for the organizational culture of Oceans College. Everyone at Oceans College
is part of the organizational culture and has an effect upon it, even if as actors they are unaware
of the roles they are playing. Considering this interplay was an important aspect of my OIP.
Kezar (2018) stated that “research demonstrates that change strategies are successful if
they are culturally coherent or aligned with the culture. Institutions that violate their institutional
culture during the change process have often experienced difficulty” (p. 57). To avoid such
difficulties, cultural coherence is key to this OIP. I have strived to develop an approach that will
allow for the internationalization of Oceans College, resulting in a culture change, while at the
same time creating a plan that will mitigate the impacts of the cultural change. I believe that this
can best be done by clearly understanding the issues involved, addressing the impact on the
culture, engaging with stakeholders, and communicating with all involved. I will do this through
the conceptual model developed for this OIP and shown in Figure 2, the 4 C’s of Change:
context, culture, clarity, and communication.
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Figure 2. The conceptual model of the 4 C’s of Change.

This conceptual model looks first at the context of the change that is being made. It helps
to answer the question, “Why change?” In developing my conceptual model, I looked at theories
and frameworks that supported it and related research, including research by Cameron and Quinn
(2011), Manning (2018), and Schein (2017). Combining the work of these theorists, along with
the research conducted and my experience and practice, has allowed me to determine the focus
and theoretical background to develop my model, particularly with culture. Their work has
provided me with the understanding of organizational culture and the impact of change on it. The
second C, culture, highlights that a clear understanding of Oceans College’s present and future
culture (as a result of having implemented my OIP) is essential for successful change. The other
C’s, clarity and communication, illustrate the need for clarity when examining change and the
need for clear and detailed communication to ensure that all stakeholders understand and
participate in the change. Together, these four components increase the likelihood of successful
change. They come together to form a framework that allowed for the development of a detailed
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implementation plan (presented in Chapter Three). I go into more detail about my conceptual
model in Chapter Two.
As a leader of change, I must combine theory, practice and research in a way that works
for me and my institution, and to do that that I have developed the 4 C’s of Change conceptual
model. By understanding the context, culture, clarity, and communication necessary for
successful change, I will understand the impact of change on Oceans College. I have thus been
able to develop depth of knowledge by identifying the key aspects of context, culture, clarity,
and communication as I developed my OIP. These 4 C’s are foundational and constitute the
framework I will use to confirm the theories and models that will work best for me and Oceans
College as I lead it through change. They are lenses through which I have evaluated at the chosen
leadership and change theories; namely, appreciative leadership, distributive leadership, and
cultural theory. For me, this self-developed conceptual model was the lens that brought
everything together in my OIP (see Figure 2).
Having the luxury of combining my years of experience with my recent academic work, I
have had the opportunity of looking at change from tactical, strategic, and academic
perspectives. There is a lot going on with organizational change, and it is becoming increasingly
complex as organizations develop and grow. Factors such as changing demographics, diversity,
resource limitations, budgets, government engagement, and changing economies all impact
change today to one degree or another. I wanted to have a simple approach that would allow me,
as a leader of change, to see what needed to be done. For me, the 4 C’s of Change meets this
mandate.
Models of culture and change. I also looked at models of culture and change that would
give me a clear picture of the complexity of culture and change. Schein’s (2017) lily pond
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metaphor is a good visual model that shows the complexity of culture. It is an illustration of his
three-level model of organizational culture: artifacts, espoused beliefs and values, and basic
underlying assumptions. I discuss this model in more detail in Chapter Two. The lily blossoms
equate to the artifacts of a culture that are above the surface and can be seen by those looking at
the culture. This is important as I need to see and understand the artifacts of Oceans College’s
culture now and after the implementation of my OIP. The tacit cultural assumptions are what is
below the water of the pond and are initially unseen. They need to be considered to understand
the true makeup of the College’s culture. Finally, the espoused values are what the College
articulates as the elements of it culture, where it stands, and where it is going. I need to
understand these values to measure the impact of change on the College’s culture.
The reason for using Schein’s (2017) three-level model is that it helped to reveal the
culture of Oceans College, including that part of the culture hidden or below the surface that
needs to be seen and considered in my OIP. I needed to have a clear understanding of the human
element in the College and a clear understanding of all stakeholders, internal and external, to
develop an OIP that considered all these elements of change. Internal stakeholders include
leadership, faculty, staff, and students. External stakeholders include employers, government,
and the communities in which Oceans College has campuses. A clear understanding of what the
“lily pond” looks like at Oceans College will allow for a smooth transition to an internationalized
student body.
Understanding the interactions happening below the surface is important (Schein, 2017)
and is one more indicator that further emphasizes the need to understand the culture and
stakeholders of Oceans College. Together, understanding the interactions of the College’s
espoused beliefs and values, the visible cultural artifacts, and the taken-for-granted underlying
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assumptions—the day-to-day and sometimes hidden part of the culture—ensures that an
implementation plan is developed that meets these cultural challenges and adapts them without
causing a dissonance that could result in a failure to change (Schein, 2017, pp. 17–25).
Kezar (2014) identified change “as those intentional acts where a particular leader drives
or implements a new direction” (p. xii). She also referred to change in a formulaic way: “change
= isomorphism, adaption, organizational change and innovation or reform” (Kezar, 2014, p. xii).
Both definitions of change are important as they tell me that I must be intentional in the changes
I make through my OIP. Implementation to support internationalization must be intentional and
identify aspects of the organization that (a) do not need to change, (b) require change, and (c)
need to be created and implemented. For example, current academic appeal policies would not
change, current admission policies would need to be revised, and new policy on student supports
to assist international students would need to be developed.
Using Cameron and Quinn’s (2011) organizational culture assessment instrument (OCAI)
could provide a picture of the culture of Oceans College that supports my use of cultural theory
and my 4 C’s conceptual model. It can give a clear picture of the culture at Oceans College. The
OCAI allows for the gathering of organizational cultural data from individual members to
provide a clear picture of an organization’s culture as seen by its members. Oceans College
should consider its use as my OIP is implemented to keep a clear understanding of its evolving
culture.
Drivers of change. Several drivers of change could impact the success of my OIP. These
major agents or drivers of change include College senior leadership (of which I am a part),
students, faculty, student services and administration, Oceans College internal policies and
procedures, government, industry, and community. I consider each of them in turn.
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The first driver of change is senior leadership. Fortunately, there is a willingness on the
part of senior leadership at Oceans College to address student learning environments. Without
their involvement, the change implementation will falter. Their decisions will be driven by
demographics, economics, facilities, delivery methods, student type, location, and other factors.
A second driver of change is students. They are the key constituency affected by the
changes proposed in my OIP. Factors that influence students include their learning environments,
cultural and financial backgrounds, service needs, and financial status.
Faculty are a third driver of change. As the cultural diversity of the student body changes,
there should be a concurrent change to faculty, if not directly through hiring and promotion, then
through the appropriate cultural awareness training. Curriculum will need to be reviewed and
made culturally appropriate for all learners. Resistance to change by faculty used to how they
have always done things will need to be countered (i.e., countering the IKEA Effect; Buller,
2015).
The fourth and fifth drivers of change are internal to Oceans College. The fourth, student
services and administration, will have to be adapted to meet the change in the student body. The
fifth, Oceans College internal policies and procedures, will also need to be adapted for the new
environment and student body.
The last three drivers of change—government, industry, and community—are external to
the College. Government, as the main funding agency, has the potential to be a large agent of
change in this case. Any OIP solutions will therefore need to keep government priorities and
policies in mind. Industry partners who currently play a large role in the development of
programming at Oceans College will need to be kept aware of changes and engaged in any
changes that impact their potential workforces. Finally, the communities that serve Oceans
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College’s students will need to be engaged in change to ensure their continued support and
growth.
In my role as an academic dean, all of the theories and practices discussed above are
synthesized into processes that I use daily to lead my school and ensure that the changes
occurring in the school are implemented and understood by all stakeholders. Embracing a
positive approach to leadership and change, engaging stakeholders in that change, effectively
communicating the change, and keeping in mind the culture of my school and the College gives
the best opportunity for successful change.
To recap, appreciative leadership, shared leadership, cultural theory, and my conceptual
model of the 4 C’s of change have been used to identify, research, and develop an OIP that
addresses my POP. The connective tissues between these concepts are the students, faculty, and
staff of Oceans College, along with external stakeholders such as government, industry, and the
community. All are currently engaged in the College and all will be affected by its cultural
changes. For the internal stakeholders, their working and learning environments will change.
External stakeholders will experience shifts in the students they support through work
placements. Benefits and supports to community, industry, and the economy will change as
graduates change. At all of these levels, it is the people that matter most.
Internationalization. Knight (2004) defined internationalization as “the process of
integrating an international, intercultural or global dimension into the purpose, functions or
delivery of post-secondary education” (p. 11). This integration is the core of my OIP. This OIP
seeks to integrate international students into Oceans College. For the purposes of my OIP, an
international student is one from a secondary school system, or other postsecondary institution,
who is not from the province or nation. International students currently enrolled at Oceans
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College are there because of their efforts to find the college and enroll in a program; no effort has
been made on the part of Oceans College to actively recruit, enroll, or provide services them.
This situation is discussed in detail in Chapter Three in my implementation plan.
For successful rollout of this plan, the curriculum will need to be internationalized to
provide learning experiences and opportunities that are relevant to international students. This
effort aligns with the College’s equity and inclusion policies and its use of universal design for
learning (discussed in Chapter Three). Leask (2015) referred to two aspects of curriculum:
formal curriculum, “the syllabus as well as the orderly, planned schedule of experiences and
activities that students must undertake as part of their degree program” (p. 8), and informal
curriculum, “the various support services and additional activities and options organized by the
university that are not assessed and don’t form part of the formal curriculum” (p. 8). Both aspects
of the curriculum must be considered when revising it to include international students, and this
consideration is a part of my implementation plan.
Cultural competence of faculty, staff, and students at Oceans College will be critical for
the success of internationalization and constitutes a significant element of my implementation
plan. Deardorff and Arasaratnam-Smith (2015) defined intercultural competence as “the
appropriate and effective management of interaction between people who . . . represent different
or divergent affective, cognitive and behavioral orientations to the world” (p. 9). International
students will bring different points of views, norms, customs, and ways of interaction that must
be understood by all at Oceans College for internationalization to be successful. This leads to the
current PoP, which I now turn to discuss.
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Leadership Problem of Practice
The inclusion of international students will impact the culture, one of enrolling and
graduating residents of the province into jobs in the province. How, then, can international
students become part of the student body? My PoP is the lack of readiness at Oceans College to
cope with the enrollment of international students. An emerging problem at Oceans College is a
significant increase in the number of international students enrolling at the College and the
subsequent impact on institutional culture and relationships with internal and external
stakeholders.
Oceans College’s focus, through its mission and vision, has been the acceptance of
domestic students into its programs, resulting in a mostly monocultural environment of students
from similar personal and educational backgrounds, speaking the same languages and receiving
the same supports and services from the College. With the increased number of international
students attending Oceans College and the forecast of their numbers to increase while domestic
student demographics show a decrease (Ivany et al., 2014), there is a need for Oceans College to
develop learning environments and services that will provide all students an equal opportunity
for learning success. Oceans College’s (n.d.) vision to transform the province one student at a
time is relevant and valid when looking at both domestic and international students. My OIP will
not impact this vision other than making it inclusive of all students, regardless of origin.
Given the current mission of Oceans College with its dual nature of education and
supporting the economy, along with the vision of transforming the province one learner at a time,
there will be a need for change at Oceans College to support international students while meeting
the mission and vision of the College. This change is the crux of my OIP. How can change
happen at Oceans College while considering the needs of the students, faculty, staff, and external
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stakeholders? This balance is a key aspect of my OIP that will address the resolution of my PoP.
I now look at the framing of my PoP.
Framing the Problem of Practice
My PoP arose as a result of the current and historical state of Oceans College. Oceans
College, now 24 years old, has to date focused on the recruiting, admitting, and graduating of inprovince students. This emphasis is reflected in its mission and vision. The Ivany Report (Ivany
et al., 2014), introduced above, includes education and immigration as two pillars of economic
success for the province moving forward. The combination of education as a social and
economic driver, along with the need for immigrants to provide a skilled workforce, are key
elements that frame the need for my PoP and my OIP. Increasing the number of international
students at Oceans College and supporting their success is a good way for Oceans College to
meet its mission and support the economy of the province. It provides a suitable education to all
students, preparing them for the workforce. The provincial government has several plans to
encourage international students to stay and work in the province upon graduation as a step
towards permanent residency and citizenship. By implementing my OIP, Oceans College will
support these initiatives, as well as the students and their families who stay in the province.
Altbach and Knight (2007) stated that “internationalization includes the policies and
practices undertaken by academic systems and institutions—and even individuals—to cope with
the global academic environment” (p. 290). This statement struck a chord with me. I identified
current policies at Oceans College regarding internationalization and then looked at how I could
develop and support my PoP to address changes in policy that may be needed. Altbach and
Knight discussed the motivations of profit on internationalization, something that I considered in
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my OIP. Understanding that stakeholders may have different motivations for internationalization
beyond what has been discussed here is a key leadership issue.
I now look at the current state of Oceans College through the lens of a PESTE (political,
economic, social, and technological) analysis. This analysis gives a clearer picture of the urgency
of the PoP and the importance of this OIP.
Political. From a political perspective, the provincial government sees
internationalization and immigration as important drivers of the economy (Ivany et al., 2014, pp.
58–60). Oceans College, although independently board governed, is funded by the province and
is a line-item in the provincial budget. These factors combine to show that there is some political
interest and drive to facilitate the increased enrollment of international students at Oceans
College.
Economic. Oceans College is an economic driver of the province and must continue to
look for initiatives and opportunities that will impact the economy in a positive manner.
Increasing the admission and graduation of international students is a good way to achieve this
outcome, providing all students with a more global perspective as they enter industry upon
graduation and, it is hoped, stay in in the province and contribute to its economic growth.
Social. This element of the PESTE analysis could be the most important and contentious.
The importance of culture has been clearly threaded through this chapter and continues to be
emphasized throughout this OIP. A clear understanding of current and future
(postinternationalization) cultures is critical for the successful implementation of my OIP.
Schein’s (2017) definition and three-level model of organizational culture provides an
understanding of culture as it applies to Oceans College. The social impact of change and its
impact on both the culture of Oceans College and the province will be a large part of the analysis
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of my OIP. A clear understanding of the values of all stakeholders, including students, faculty,
staff, industry, government, and community, is necessary and is further explored.
Technological. An understanding of the current technological landscape at Oceans
College will support the change to an internationalized student body by identifying current
systems and their capacity to support all students. Current systems and tools used for delivering
programs at Oceans College will need to be reviewed. Any change driven by my OIP that
impacts technologies and services will need to be considered as part of my implementation plan.
This PESTE analysis supports the central issue of the PoP and the need for this OIP. The
government is looking for greater immigration and for those immigrants to stay in the province.
Immigration brings economic benefits for the population of the province and the provincial
economy. Increasing the number of international students at Oceans College will have a
significant cultural impact on the College and the province. From a technology perspective,
ensuring current and future technologies support all student learning will be important to provide
all students with the same opportunity to graduate and become successful residents of the
province. I now introduce and describe my guiding questions.
Guiding Questions Emerging From the Problem of Practice
My PoP, the lack of readiness at Oceans College to cope with the significant enrollment
of international students, raises guiding questions that can be used to frame my OIP. The impact
of internationalization on the culture of Oceans College is a key thread of this OIP, and as such it
creates guiding questions that need to be addressed. I have developed three guiding questions:
1. What is the current impact of internationalization on the culture of Oceans College?
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2. Who are the stakeholders affected by this change, and how can these stakeholders be
engaged in a positive manner to ensure the smooth implementation of
internationalization?
3. What are the anticipated impacts of internationalization of the student body on the
policies, processes, and procedures of Oceans College?
The first question, what is the current impact of internationalization on the culture of
Oceans College, is the central question answered throughout my OIP. Identifying and
understanding the culture before and after change is critical to the success of my OIP. I need to
identify the stakeholders impacted by this change. They include students, faculty, staff,
leadership, services, government, industry, and the community. Using this question to guide the
approach to my OIP allows for a strong discussion on those theories and frameworks that support
its implementation. It is why I have determined that AI (Cooperrider & Whitney, 2005) and
shared leadership (Pearce & Conger, 2003) are the best theories for my OIP. They promote a
clear understanding of what is currently working, engage all levels of stakeholders, and help to
identify best practices and areas to change. It is also why I have analyzed my PoP using cultural
theory, so that the change to a new culture can be clearly developed. Finally, the conceptual
model of the 4 C’s of Change gives a clear picture of why this change is needed and how to best
make it happen.
The second guiding question considers the stakeholders affected by this change. It is
important to understand who the stakeholders are, internal and external to Oceans College, who
will be impacted by change and who will have a role to play in it. Without this clear
understanding of the stakeholders involved, it will be difficult to ensure a smooth
implementation of my OIP.
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The third question probes the anticipated impact of internationalization of the student
body on the policies, processes, and procedures of Oceans College. Without a clear
understanding of how Oceans College functions, identifying those areas where
internationalization would impact current activities could be difficult and result in a poor
outcome. These guiding questions have supported the development of this OIP and are referred
to frequently in subsequent chapters. In the next section, I develop my leadership-focused vision
for change.
Leadership-Focused Vision for Change
The current emphasis for student enrollment and the student body at Oceans College is on
domestic, in-province students. No specific processes or services focus on admitting or
supporting international students. The gap that exists between the current focus on domestic
students and the impetus for greater immigration, as stated in the Ivany Report (Ivany et al.,
2014), has created a need for admitting international students and supporting them. This leads to
the need for Oceans College to be better prepared to accept, teach, support, and graduate
international students on a much greater scale and in a more formal way than is currently being
done.
If Oceans College were to adopt my OIP and actively and formally increase the number
of international students at the College, I hope that several things would occur. From the
perspective of internal stakeholders at Oceans College (students, faculty, staff, leadership, and
services), there would be a much greater level of cultural diversity and experience than what
currently exists. The impact on faculty could include a need for greater cultural competency
along with the development of teaching and learning activities and experiences that are more
diverse. Spitzberg and Changnon (2009) stated, “Intercultural competence is the appropriate and
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effective management of interaction between people who represent different or divergent
affective, cognitive and behavioral orientations to the world” (p. 4). This competence is
important to foster. Internationalizing the curriculum (Leask, 2015) will require faculty, staff,
and students to develop a level of cultural competence that will allow them to effectively engage
and support international students at Oceans College. For staff and services, there would be a
greater need for diversity and inclusiveness that would be entrenched in the levels and kinds of
supports provided to students. For example, currently Oceans College does not formally assist
students with housing, medical, or living experiences, something that would need to be done for
international students.
The path taken by College leadership, the executive team, academic deans, and campus
principals will be critical for success. If any of these senior leaders are not fully engaged with
this change, it will not succeed. The executive must sponsor and continue to be engaged with the
change throughout the implementation process. Academic deans need to ensure that
programming, teaching, and learning are adapted and supported. Campus principals must see that
the change is positively implemented at each of their campuses across the College. In fact, the
campus principals are important leaders of this change because they lead their campuses and are
actively engaged in the communities that will be impacted by the change. The link between
campuses and their communities, strong now, is essential and will be even more so when Oceans
College and its communities support international students.
The priority for change identified through my PoP and addressed by my OIP is the need
for Oceans College to actively and directly engage with international students. This process
entails recruiting them to the College, admitting them into programs, providing them with
opportunities for success, and then supporting them upon graduation as they become gainful
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members of their communities, the province, and its economy. The gap is culture. My OIP will
cause a great cultural shift both internally and externally to the College, and knowing this allows
for the development of an OIP that addresses the cultural changes and the impacts on all
stakeholders.
Oceans College needs to continue to offer quality community college education across
the province that meets the needs of its students, its graduates, and their employers. This needs to
continue while the College is undertaking the necessary changes to internationalize its student
body. While change is happening, the daily ebb and flow of the College will continue and the
impacted stakeholders, resources, and programs will have to move forward. This balancing
aspect of change is a critical component of the implementation of my OIP and is expanded upon
in Chapter Three.
The change drivers impacting Oceans College include many already discussed—the
government, the economy, immigration, and the College’s mission (Ivany et al., 2014). These all
impact what the College does and where it wants to go. To continue to develop the economy and
quality of life of the province, Oceans College needs to be open to and provide an education for
all students regardless of where they come from. Additional change agents that will impact this
OIP and need to be considered include the already discussed internal and external stakeholders.
Their impact on change will need to be identified and understood for my OIP to be successful.
The next section is a discussion of the organizational change readiness of Oceans College.
Organizational Change Readiness
It is important to determine if Oceans College is ready to undertake the change suggested,
one of actively enrolling, supporting, and graduating international students along with the current
student body, and embracing all of the inherent issues that will arise as the culture of the College
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is impacted. The stakeholders involved in this change have been identified, and the impact on
them needs to be examined to determine if in fact resolving my PoP is the best way to proceed.
To recap, the major stakeholders that will be impacted by this OIP include domestic and
international students, faculty, staff, leadership, industry, government, and the community. The
aim of my OIP is to develop a plan that will minimize negative impacts on these stakeholders
while allowing for the cultural change that will happen as a result of implementation.
According to Holt, Armenakis, Field, and Harris (2007), “Assessment of readiness can be
conducted using both qualitative (e.g., observation and interview techniques) and quantitative
(i.e., questionnaire techniques) methods” (p. 233). I have chosen to use Cawsey, Deszca, and
Ingols’s (2016) scored instrument on rating an organization’s readiness for change. It gives a
good snapshot of Oceans College’s readiness for change. This instrument identifies several
readiness dimensions to determine an organization’s readiness for change that I see as relevant to
understanding the organization. I also looked at the balanced scorecard discussed by Cawsey et
al. but chose to use the organization readiness instrument as it gives a more detailed picture of
the readiness for change at Oceans College. The readiness dimensions and Oceans College’s
scores are presented in Table 1.
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Table 1
Organizational Readiness for Change
Readiness
dimension

Description

Oceans
College score

Previous
change
experiences

Whether Oceans College’s experience with change has been
positive or negative, the current mood of College
stakeholders, and whether they are content or are looking to
change.

+2

Executive
support

The level of support and engagement of senior leadership at
Oceans College regarding the proposed change, including a
clear vision of the future. Is the proposed change supported?

+3

Credible
leadership and
change
champions

Is the leadership of Oceans College capable to lead and
champion change? Does Oceans College have trusted leaders
who can and will be change leaders? Is there a level of
credibility that allows leadership to present the change to the
College? Will management be able to connect senior
leadership with the rest of the College?

+9

Openness to
change

Culture, subcultures, and people’s ability to engage and
communicate. Does the organizational climate allow people
to express concerns and deal with conflict? This dimension is
critical as it identifies issues important stakeholders,
particularly those internal to the College.

+7

Readiness
dimensions

Are Oceans College and its people ready for change? Does
the energy exist for effective change to occur?

+4

Rewards for
change

Is change rewarded or not? Is failure okay, or are people
censured for it?

+1

Measures for
change and
accountability

are there measures and accountabilities in place at Oceans
College to assess the need for change and track its progress.
Is customer satisfaction (student satisfaction) measured? Can
Oceans College steward resources and meet deadlines? For
this dimension Oceans College scored +

+4

INTERNATIONALIZATION OF THE STUDENT BODY

32

As described in Cawsey et al. (2016), the range of the organization readiness instrument
is -10 to +35. The higher the score, the more an organization is ready for change. The score for
Oceans College, as shown in Table 1, was +30. This instrument was scored based on my
experience and knowledge of the College, and on previous implementations of change.
The highest score, under credible leadership and change champions, was +9. This strong
score is an indicator that there is support for the change at Oceans College and that my OIP
should be received positively. Knowing the current state of the College, including initiatives on
diversity and inclusion, I am confident that the energy for change does in fact exist. With an
effective, engaging OIP, the College could successfully implement internationalization. The
relatively high score of +30 indicates that Oceans College is ready to accept change and that my
OIP should have a successful implementation. The current environment at Oceans College is one
that would be acceptable to change. These values combine to create a clear picture of Oceans
College’s culture and how change will impact it.
Cawsey et al. (2016) posed a five-item checklist to assess readiness for change.
Completing this checklist will confirm the readiness of Oceans College for the change proposed
by my OIP.
1. What is the objective need for change? In the case of Oceans College, it is the need to
develop an environment that will welcome and support international students. What
are the consequences if this change does not happen? Oceans College would find
itself with a decreasing and less diverse student body to meet the economic and social
needs of the province.

INTERNATIONALIZATION OF THE STUDENT BODY

33

2. Are organizational members aware of the need for change? This is a critical question
that will be answered through the application of my conceptual model of the 4 C’s of
Change; specifically, clarity and communication.
3. Individuals are motivated toward change only when benefits outweigh costs. It will
be essential in my OIP to show that benefits will indeed outweigh costs.
4. Individuals must believe that the probability of success is great enough to take the
risk, including the time and effort it will take. This is another key element of my OIP.
5. What change alternatives are people predisposed to? What makes the change
attractive and how should the change leaders address these alternatives? These are
important questions for framing my OIP, keeping in mind that this proposed change is
about people and culture. (Cawsey et al., 2016, p. 136)
These questions help to further frame the need to clearly understand the readiness of
Oceans College for change and to address my PoP. Without this understanding of the
environment for change at Oceans College, implementing my OIP could prove to be difficult.
One last aspect to look at for the readiness of Oceans College to accept the change
proposed by my OIP is to consider the internal and external forces that could impact and shape
change at the College. They include internal and external stakeholders and some additional
forces that could come into play, such as critical financial, capital, and human resources. Each
will be needed to implement the plan and will impact the length and implementation schedule.
Government and public changes could impact the College through changes in priorities.
Although it does not appear likely at this point, if these external forces were to change while
implementing my OIP, their impact on change would need to be measured and course
corrections made as required.
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Chapter One Conclusion
In this chapter I have described Oceans College, examined the stakeholders engaged with
the College, and discussed my leadership lens and the approach that I have taken in developing
my OIP. I have stated my PoP and the issues and factors that need to be examined for the
successful answering of the PoP through my OIP. I discussed the leadership theories that I have
used, AI (Cooperrider & Whitney, 2005) and shared leadership (Pearce & Conger, 2003), as well
as cultural theory as a tool for analyzing the culture of Oceans College. I also introduced my selfdeveloped conceptual model of the 4 C’s of Change that is the lens through which all of the
theory in my OIP is examined in order to develop my implementation plan. These concepts are
expanded upon in Chapter Two. Last, I looked at the readiness for change at Oceans College
using the instrument in Cawsey et al. (2016) that indicated a readiness for change. In the next
chapters, I look at the planning and development required for my OIP and its implementation.
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Chapter Two: Planning and Development
In this chapter I describe, in more detail, the leadership theories and frameworks
introduced in Chapter One, along with expanding my conceptual model of the 4 C’s of Change
(see Figure 2). I bring them together to determine what needs to be changed for my PoP to be
solved. I look at what needs to change, outline three possible solutions to my PoP, and then
select the solution that works best based on the theories discussed and my experience with
Oceans College. In Chapter One I looked at the organization of Oceans College and introduced
the theories and frameworks I have used to develop my implementation plan. This chapter looks
at what needs to change and how to create change, developing a plan supported by theory and
practice that will make the implementation of internationalization at Oceans College as simple
and as smooth as possible. I look at the ethical issues surrounding change and how I approached
them in the development of my implementation plan, which is covered in Chapter Three.
Leadership Approaches to Change
As discussed in Chapter One, Oceans College is a matrix organization with multiple
direct and functional leadership reports across the organization (Gottlieb, 2007; Sy &
D’Annunzio, 2005). Further to the definitions introduced in Chapter One, Larson and Gobeli
(1987) defined a matrix organization as “a ‘mixed’ organizational form in which normal
hierarchy is ‘overlaid’ by some form of lateral authority, influence, or communication. In a
matrix, there are usually two chains of command, one along functional lines and the other along
project lines” (p. 126). This organizational structure at Oceans College, one of academic chairs
and managers (operational leaders) reporting directly to their campus principals (strategic
leaders) and functionally to school deans (strategic leaders), is the fundamental framework that
has created the culture of Oceans College—one that is focused on the people and their work. It is
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because of this matrix organization that I have chosen to use the leadership theories of AI
(Cooperrider et al., 2000; Cooperrider & Whitney, 2005) and shared leadership (Pearce &
Conger, 2003), along with cultural theory (Schein, 2017) and the 4 C’s of Change conceptual
model I have developed. All together these ideas build the theoretical and practical environment
for the implementation of my OIP.
My focus is on the stakeholders most affected by the change proposed in my OIP: the
students, faculty, staff, communities, and industry that will be impacted by the introduction of
internationalization at Oceans College. What will be the impact on each of these stakeholders
when internationalization becomes part of the culture of Oceans College? I have sought to
answer this question through the solutions proposed in my OIP. In order to develop solutions that
will work with the culture of the College, a clear understanding of the culture of the College is
critical. I also needed a clear understanding of the theories and frameworks discussed in my OIP
to apply them to the implementation of my OIP.
The leadership approaches discussed in Chapter One, AI and shared leadership, resonate
with me as a senior leader at Oceans College for several reasons. Cooperrider et al. (2000)
described AI as being “about the co-evolutionary search for the best in people, their
organizations, and the relevant world around them” (p. 5). This strikes me as the description of
the best leadership approach for implementing change at Oceans College because it is so peoplefocused, both internally and externally. An AI lens gives a change leader the perspective to
examine an organization, look at what it is doing well, and use that knowledge to support
change. The 4-D cycle of AI—discovery, dream, design, and destiny—shown in Figure 1 and
discussed in Chapter One, provides a theoretical framework for examining change (Cooperrider
& Whitney, 2005). This cycle of change is a tool for leaders to take an organization through
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change. Using it in combination with the five core strategies of appreciative leadership of
inquiry, illumination, inclusion, inspiration, and integrity (Whitney et al., 2008) gives leaders a
positive framework to build on success and create change that will be accepted and implemented.
The 4-D Cycle looks at what is currently working and the impact of change by identifying what
needs to be done (discovery and dream) and how the change will get done (design and destiny),
providing leadership of Oceans College with the insight necessary to assess the impact of
internationalization on the culture of the College.
Cockell and MacArthur-Blair (2012) have created a series of appreciative leadership
questions that I found to be a good lens to look at AI and myself as a leader. I have cited the
questions as they are written by the authors in the second person. The questions are as follows:
1. “What compels you to lead?”
2. “What were you doing when you were at your best as a leader?”
3. “Who was enabling you when you were at your best as a leader?”
4. “What was your greatest strength during one of the darkest nights of your
leadership?”
5. “What was the role of forgiveness in your leadership?”
6. “What is your greatest dream for higher education?”
7. “How have you been positively transformed by working in higher education?”
8. “How are you fully present as a leader?”
9. “What have you done to celebrate your leadership?”
10. “What is one of the greatest belly-laughs you have had as a leader?” (Cockell &
MacArthur-Blair, 2012, pp. 95–105)
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These questions resonate with me as they force me to look at myself as a leader. I have
come to understand that the positive approach taken by AI allows me as a leader to engage in a
change process that is inclusive and that builds upon what is already being done well. I have
looked at the work of many leadership authors as discussed earlier, and these questions confirm
for me that a leadership approach that focuses on people and the positive things in organizations
is ideal for this OIP. The current culture of Oceans College is good and can only be made better
though internationalization. I use these questions as a lens through which to focus on leadership
at Oceans College and as a “checklist” of what I need to consider when looking at leadership at
the College, including my own.
Shared leadership, as defined by Pearce and Conger (2003), is
a dynamic, interactive influence process among individuals in groups for which the
objective is to lead one another to the achievement of group or organizational goals or
both. The influence process often involves peer, or lateral, influence and at other times
involves upward or downward hierarchical influence. (p. 1)
This definition of shared leadership describes the working structure of Oceans College—
a matrix organization with teams and groups of people coming together to complete tasks and
projects. With shared leadership, Oceans College can bring together the resources to best
complete a task. A shared leadership approach, being a bottom-up approach and engaging more
of the people at Oceans College, provides a solid framework for a successful implementation of
my OIP.
The next theory or model that I use in my OIP to frame my leadership approach is my
conceptual model of the 4 C’s of Change—context, culture, clarity, and communication—
illustrated in Figure 2. It is discussed in detail in the next section. This conceptual model is the
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lens through which I examined change at Oceans College, supported by the leadership and
cultural theories discussed here to develop a strong implementation plan (see Chapter Three).
Developing this model has given me a clearer picture of how change should be implemented at
Oceans College and what the impact would be. As discussed in Chapter One, understanding the
context of where Oceans College and its stakeholders are now and where they will be after
internationalization is important for the development of a strong implementation plan. Assessing
the impact of change on the culture of the College, providing clarity to all involved in the
change, and communicating this change are critical elements for success. Pulling everything
together through the lens of my conceptual model provides focus to create a solution that will
work for Oceans College and its stakeholders. I now look at the framework for leading change at
Oceans College in detail.
Framework for Leading the Change Process
I want to lead the change process at Oceans College using three prongs: my conceptual
model of the 4 C’s of Change, the leadership theories of AI and shared leadership, and cultural
theory as it applies to the current and future culture of Oceans College. These approaches have
one thing in common: their focus on people. For any implementation of internationalization, a
clear understanding is needed of the culture of Oceans College, its present state, how the
organization works, and what the impact of internationalization will be. This clarity will be
achieved through the theories and frameworks used in this OIP.
Cultural theory. As mentioned briefly in Chapter One, Schein (2017) spoke about three
levels of culture: artifacts, espoused beliefs and values, and basic underlying assumptions.
Artifacts include visible behaviours, structures, and processes. They represent what individuals
see of a culture and may be difficult to interpret or understand. Schein called it the “climate” of
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the group. I need to interpret and understand this climate in order to know the culture of the
College and any impacts change will have on it. Knowing the behaviours, structures, and
processes of the culture of the College as they currently exist will allow me to identify those
aspects of the culture important to developing my implementation plan.
The second level of culture is espoused beliefs and values (Schein, 2017). These are the
beliefs and values of the culture and the members within it. This level includes any goals and
values espoused within the culture of Oceans College, along with stakeholder ideologies and
rationalizations that could impact the receptiveness of the culture to change. These need to be
clearly understood when implementing change and developing priorities and tasks. The impact
of the current culture on the need and depth for cultural competency, and internationalizing the
curriculum, are examples of two critical implementation tasks.
Schein’s (2017) third level of culture is basic underlying assumptions. These are the
taken-for-granted beliefs and values of the culture. They represent the way things have always
been, including ingrained approaches and behaviours. There is a need to try to understand these
cultural assumptions to ensure that they are taken into consideration when implementing change.
At Oceans College, this would include understanding how each campus culture and the
communities they are in can be both the same across the College and different locally. A clear
understanding of the underlying assumptions of Oceans College’s culture is important for a
successful implementation plan.
The culture is both visible and unseen, and it is influenced by leadership. These aspects
of culture need to be kept in mind when implementing change at Oceans College. Identifying all
factors that go into the change and their possible impacts is critical. For a clearer understanding
of culture, models such as Schein’s (2017) lily pond and Kruger’s (1996) iceberg model of
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change can be helpful. Even though the Kruger model describes change, it shows that most of the
change in an organization is “below the water” and is unseen. Both models remind one that much
of what is seen of a culture or change is on the surface only. Thus, one needs to dig deeper to see
what is really happening.
Morgan (2006) described culture as “the pattern of development reflected in a society’s
system of knowledge, ideology, values, laws, and day-to-day ritual” (p. 116). This perspective on
culture reinforces the current culture of Oceans College as described using Schein’s (2017)
definition above. Any change that occurs at Oceans College must keep in mind the current
culture of the College.
Appreciative inquiry. Understanding the functioning of the College is important, and
this has been captured through the frameworks discussed in my OIP. Appreciative inquiry leads
to the understanding of what is currently working well at the College through the discovery
phase of articulating existing best practices. With this knowledge, I can develop an analysis of
what may be missing to support the solution of my OIP. Are current policies and procedures
compatible with internationalization? Using the discovery step in the AI 4-D cycle begins the
development of determining how to bring change to Oceans College (Cooperrider, Whitney, &
Stavros, 2008, p. 5). This is a leadership approach that ensures a positive approach to change.
The dream step of AI (Cooperrider & Whitney, 2005) starts stakeholders thinking about
where Oceans College needs to go and what it could become. In the case of internationalization,
not only may there be changes to policies, procedures, and resources, but also changes to the
culture, particularly in the area of beliefs, values, and assumptions. Making these changes,
identified through AI and implemented through the engagement of shared leadership, will be a
critical step in the internationalization of Oceans College.
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The design step of AI (Cooperrider & Whitney, 2005) is where the leadership of the
College starts to think about the organizational design that will result in the changes necessary
for internationalization to happen. Identifying current beliefs, values, and assumptions, and how
they will support or impede change, is important. There is a need to be able to clearly
communicate the proposed changes and how they might impact the culture of Oceans College.
This leadership clarity and ability to effectively communicate the changes and their impacts will
be what determines success or failure.
The destiny step in the AI cycle (Cooperrider & Whitney, 2005) allows leadership and
the College to evolve and adapt as the change occurs. The College can sustain the changes
through the ongoing development of those aspects of the College’s culture, processes, and
infrastructure that support the change—continued positive change.
The discovery step in the AI Cycle (Cooperrider & Whitney, 2005) allows leadership to
look at where they are and what they have done. As the AI Cycle is iterative, this will happen
throughout the process of change.
An important aspect of looking at the implementation of change through an AI lens is
that it gives the leadership of Oceans College the ability to determine the current state of the
institution and what it is doing well. What the College is doing well will help with a smooth
implementation of the changes brought about by internationalization.
Shared leadership. Shared leadership (Pearce & Conger, 2003) will allow the
stakeholders and their teams within and without Oceans College to understand and implement
the necessary changes for internationalization. Bringing together individuals and teams with the
skills and expertise to ensure that the impact of internationalization is positive will be a critical
part of the success of my OIP. Bringing together cross-functional teams who look at both broad
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and specific challenges of change will be necessary for success. Giving these teams the ability to
lead change will likewise be important for success.
Oceans College is a matrix organization (Sy & D’Annunzio, 2005) with a mix of direct
and functional leadership. It is a complex organization that to date has focused on delivering
quality education primarily to in-province students. This history needs to be kept front of mind
when determining how to create change at the College. I have already discussed the leadership
theories, AI for the top-down approach and shared leadership for the bottom-up approach, to
ensure that all are engaged in the change process. Understanding the current culture of the
College has also been discussed as important for change. Pulling all of this together using the 4
C’s conceptual model as the lens for change culminates in a comprehensive approach for how
Oceans College can internationalize its student body.
The 4 C’s model. With the addition of international students, the fundamental change at
Oceans College is cultural. How will the culture of the College be impacted and changed by
internationalization? What parts of the College will need to change? What will be the impact of
this cultural change on relationships between stakeholders both internal and external to Oceans
College? How will this change best occur? As a change agent, the best way to answer the “how”
questions is through applying the conceptual model of the 4 C’s to leading the change process.
The 4 C’s model and its implementation is further explained here.
Context. Context involves understanding where the institution is situated, how it works,
and which stakeholders influence its functioning. Context is understanding the change that is to
happen, where the end state of that change lies, and how one might get there. Without a clear
understanding of the context of the change one is about to lead, chances for success are lessened.
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The context phase correlates to the discovery stage of the AI cycle (Cooperrider & Whitney,
2005), and it continues throughout the change process.
Context is not static. It includes not just having a good understanding of one’s starting
position and the anticipated impact of change, but also continuing to have that understanding
throughout the implementation of change. Sensemaking and organizational learning are two tools
that can maximize the opportunity for everyone impacted to know the context of the change
(Kezar, 2014). Sensemaking is about changing mindsets, which in turn will alter behaviours,
priorities, values, and commitments (Eckel & Kezar, 2003). By understanding sensemaking and
its effect on where my institution is now, I can have a clear context of what the change is about
and how it will impact the College.
With a clear understanding of the context, it is easier to engage stakeholders in becoming
a positive part of the change. Engaging people can be difficult, but it is critical for successful
change. Redmond, Abawi, Brown, and Henderson (2018) have developed a framework for
engaging online students in higher education. Although its focus is on online students, this
framework can be used to look at engaging people regardless of where they are. Redmond et al.’s
framework has five types of engagement: social, cognitive, behavioral, collaborative, and
emotional (2018, pp. 189–190).
Each of these types of engagement plays a role in different aspects of an organization and
the people engaged in change. This engagement is strengthened by developing an environment in
which the context of change is understood and people are engaged in the process. By engaging
stakeholders in change, both leaders and followers understand the context of the organization
into which the change will happen. Understanding the context of Oceans College through
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Redmond et al.’s (2018) framework was useful in developing an implementation plan that
engages the stakeholders discussed earlier.
Culture. As already discussed, culture is a powerful element when looking at change and
how to lead it. A complete understanding of the culture of Oceans College, as it is now and how
it will be after change, is a first principle that must be one of the lenses through which is change
examined. If culture is not well understood, the chance for a successful change is limited.
Internationalization of Oceans College’s student body will result in a profound cultural change
impacting students, faculty, staff, services, industry employers, and the economy. The solution to
change at Oceans College needs to ensure that whatever is done and whatever the cultural
changes are, the primary mission of the institution is improved, not degraded.
Using Schein (2017) and Morgan’s (2006) definitions to fully understand the seen and
unseen elements of Oceans College’s culture has allowed me to develop a clear understanding of
the culture impacted by the implementation plan. To provide even more clarity on the culture of
Oceans College, an instrument such as the OCAI (Cameron & Quinn, 2011) could be used. The
OCAI is a good tool to analyze current organizational culture, as it gets feedback from members
at all levels of an organization. I believe that given my many years at Oceans College, I have a
strong grasp of its current culture. Even so, a measure such as the OCAI is one more tool to
engage stakeholders in the change process of my OIP.
Clarity. Clarity, the third C, is the understanding of the change that is to be undertaken
and all aspects of it. What are the social, cultural, financial, economic, and technological impacts
of the change? Which stakeholders need to be engaged early and often in the change process for
it to be successful? What is the order and sequence within which the change happens? What
change processes and theories are to be used to implement the change? What is the timeline for

INTERNATIONALIZATION OF THE STUDENT BODY

46

the change, and will it be rolled out all at once or in manageable stages? These questions have
one purpose: to provide clarity for the leader of change and for stakeholders impacted by the
change. They frame the “how” of change.
As part of the change process at Oceans College, stakeholders need to look at how to best
to implement the internationalization of the student body at the College. The change process
must be able to show to everyone the benefits of the change, the impacts of the change on
stakeholders and the College, and the timeline in which it will occur. This level of clarity is
essential for successful change, and without it the chances for successful change are greatly
reduced.
Communication. The fourth and final C of the 4 C’s model is communication. Change
cannot be hidden away; it must be seen and embraced by all. This can best be done through
strong, effective communication that clearly lets stakeholders know what change is happening,
what the end state of the change will be, and what their role will be in implementing the change.
Communication is essential for effective engagement, which leads to effective change. A clear
understanding of the communication practices used in an organization is key to understanding
how to best engage stakeholders.
Lewis (2019, pp. 54–56) described formal and informal communication, and both are
important for stakeholder engagement. Understanding formal and informal communication
methods will greatly assist in the development of a successful communication plan. Formal
communications are organizational communication tools, methods, and channels already in
place, such as a company newsletter, internal memos, blogs, and videos. They are seen by
stakeholders as the way the organization communicates with them. Informal communications
include “spontaneous interactions of stakeholders with each other, with implementers, and with
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non-stakeholders” (Lewis, 2019, p. 55). Both forms of communication have been integrated into
the communication plan in Chapter Three.
There is a strong connection between culture, communication, and the need to socialize
change. This connection can be fostered through social accounts. Social accounts are “the
explanations one gives another for the decisions and actions he or she has made” (Cobb &
Wooten, 1998, p. 148). Teams, committees, and subcommittees are common methods of
bolstering these social accounts and leveraging the socialization of change to generate
engagement. As such, shared leadership is vital, inviting everyone across the College to bring
their knowledge and experience to the implementation of the change. Clear communication
increases the understanding and engagement of those impacted by change. Change should never
be a secret or implemented without an understanding of why it is happening amongst those
impacted by it.
Communities of practice. Given the diverse, matrix nature of Oceans College, its mix of
direct and functional leadership, and the need to increase engagement to create a climate of
successful change, processes and approaches on how to best engage with stakeholders will need
to be developed. One way to achieve this outcome is to develop communities of practice that
allow people to get together and develop ideas on how the change impacts them and how they
can be part of the solution, ultimately implementing the change. Kezar (2014) defined a
community of practice as “essentially a way that people learn through participation in practice in
their day-to-day lives, typically in the workplace” (p. 192). Wenger (1998, pp. 5–6) took a social
theory aspect toward learning that included the components of community, identity, practice, and
meaning. These components of social learning together create a community of practice.
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Developing communities of practice is a way to get everyone at the College who may be
impacted by the change to look at it and create tools, processes, and resources to help. In so
doing, their level of engagement is increased. Communities of practice can drive the
conversation about change. One thing to be aware of when using communities of practice is that
members’ conversations could be productive to them, but not necessarily to the larger change.
Strong, open communication can address this issue and is discussed further in Chapter Three.
Development of communities of practice on top of the already existing matrix and team approach
taken at Oceans College will provide opportunities for all to be engaged in the change and to
bring their expertise to bear on how the change will be implemented. Wenger, White, and Smith
(2009) described communities of practice as “not defined by place or personal characteristics,
but by people’s potential to learn together” (p. 11). These communities of practice could evolve
as the change is implemented so that they grow with the change and the College.
A risk of communities of practice that needs to be understood and managed by leaders is
that they may focus on structure and not knowledge management (Addicott, McGivern, & Ferlie,
2006). This possibility of getting caught up in structure and not focusing on learning needs to be
monitored. Pyrko, Dorfler, and Eden (2017) stated that “we agree with authors who view CoPs
[communities of practice] and knowledge as a process rather than an entity that can be simply
‘set up’” (p. 390). The idea that communities of practice are a process needs to be kept in mind
when using them. They need to evolve, and members of the community must be allowed to
engage with one another. Communities of practice could be effective in the matrix,
panprovincial, multi-campus environment of Oceans College, but mere interaction among
members will not lead to a defined outcome.
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Therefore, the model for change that will be used to implement the change of
internationalizing the student body at Oceans College comprises several elements. It will have a
clear understanding of the culture of the College through both AI and shared leadership while
ensuring that communities of practice are developed to take on the elements of change that will
impact those communities and their members and allow them to develop and evolve as the
change progresses. In the next section I develop a critical analysis of Oceans College, looking at
what needs to change.
Critical Organizational Analysis
This section explores what needs to change at Oceans College with an aim to determine
what solutions might be available for the change to occur. To understand what needs to change at
Oceans College, one must first examine the College in a formal way so that any change
implemented integrates well with the organization. Morgan (2006) used several images to frame
organizations: organizations as machines (bureaucracies), organizations as living systems,
organizations as political systems, and more. Given Oceans College’s matrix organizational
structure (Sy & D’Annunzio, 2005), Morgan’s description of organizations as living systems is
apt. Such organizations recognize that “employees are people with complex needs that must be
satisfied if they are to lead full and healthy lives and to perform effectively in the workplace”
(Morgan, 2006, p. 34). This consideration must be kept in mind when analyzing Oceans College.
A living system best describes the nature of Oceans College and its focus on people, a theme
throughout my OIP.
Many models and frameworks for change can be found in the literature. The model that I
have identified as the best fit for my OIP, and its focus on people and culture, is Nadler and
Tushman’s (1989) congruence model. In this model, the authors have developed a visual model
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of change. It considers inputs to change, which inform the strategy for change, which in turn
impacts four core components of the organization: people, work, formal structure, and informal
structure and process. These components relate closely to what has already been discussed—the
culture and inner workings of Oceans College. For this reason, I believe that the congruence
model is suitable for looking at what needs to change in the organization. As can be seen in
Figure 3, the model examines the internal workings of the organization and the inputs and
outputs that cause and result from the change (Nadler & Tushman, 1989).

Figure 3. The congruence model.
Adapted from “Organizational Frame Bending: Principles for Managing Reorientation,” by D. A.
Nadler and M. L. Tushman, 1989, Academy of Management Executive, 3(3), p. 195. Copyright
1989 by Academy of Management.

For me, the advantage of using a model like this one is that it provides a visual
perspective on the workings of the organization and the areas that need change. In the case of
Oceans College and the issue of internationalization, this model lays out areas in which change
needs to be focused and allows for the formulation of possible solutions.
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With the congruence model (Nadler & Tushman, 1989), an organization consists of four
core components, as seen in Figure 3: people, work, formal structure, and informal structure and
process. The dynamic of the organization is a state of congruence among those components. The
most effective organizations are those in which the strategy, dictated by the inputs (environment,
resources, history), aligns with the work, people, formal structure, and informal structure. Those
processes together make the organization what it is, can be used to identify what needs to
change, and lead to desired outputs. Change is based either on changing inputs and strategies, or
the need for new or different outputs. To implement internationalization at Oceans College, each
of the core components needs to be examined to determine what needs to change.
People. At Oceans College, people include students, faculty, staff, and leadership, as well
as the environments in which they work. One of the common threads that will impact people is
the curriculum. The curriculum of Oceans College will need to be internationalized. Leask
(2015) stated that “to discuss the internationalization of a university education without discussing
the internationalization of the curriculum and student learning is nonsensical” (p. 3). She went on
to describe the internationalization of the curriculum as “the incorporation of international,
intercultural, and/or global dimensions into the content of the curriculum as well as the learning
outcomes, assessment tasks, teaching methods and support services of a program of study”
(Leask, 2015, p. 9).
Of the changes that internationalization will bring to Oceans College, internationalizing
the curriculum will be profound. People will have to redevelop the curriculum to include global
dimensions for students, faculty, and staff (Leask, 2015). Programs will require revisions and
additions, with a focus on internationalization and globalization. Given the large number of
programs currently offered, this huge task will take significant time and resources to complete,

INTERNATIONALIZATION OF THE STUDENT BODY

52

affecting the timeline of this change. All the people at Oceans College will be involved and
affected by the change in curriculum. Faculty will need PD in the new curriculum and in areas
such as cultural competency. Staff will need to develop and deliver the support services
necessary for international student success while still providing support and services to local
students. A benefit of these efforts is that all students will learn in a new environment that will
provide them with much more global perspective and depth than what currently exists.
Work. The impact of internationalization (Knight, 2004) on the work of Oceans College
should not be as profound or as deep as the impact on people, but there will be an impact,
particularly on the work around policies, processes, and teaching and learning. To support the
internationalization of the student body, the work of Oceans College must be focused on
reviewing and updating those policies, processes, and procedures that will support or be
impacted by internationalization. Some that would need review and revision include recruitment
and admission policies, to make it simpler and more inclusive for international students to apply
and be enrolled at the College; academic policies, to reflect the changes in the student body and
the internationalized curriculum; and personnel policies, to create the desired environment of the
College.
The people at Oceans College take pride in their work. As suggested by the IKEA Effect
(Buller, 2015), some may have issues with adjusting to the new environment of
internationalization, and this possibility needs to be considered in implementing change. Brown
(2017) presented the way people identify within an organization as “the ways people draw on
their membership of organizations in their constructions of self, processes generally referred to
as organizational identification” (p. 296). People may identify who they are within the College
by the work they do. This identification with their work needs to be taken into consideration
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when communicating change so that the change is seen as a normal part of their work and not
something that will fundamentally change what they do. The tenets discussed earlier are
important: Keeping in mind that Oceans College does a lot well is critical to successfully
implementing internationalization into the existing work.
Teaching and learning, the core work of Oceans College, will be impacted by
internationalization and will need to evolve and change. Cultural and global differences will need
to be identified and included in all teaching and learning environments, including formal and
informal learning situations.
Informal structure and process. This component of the congruence model may be the
most important to look at and the most difficult to identify and change (Nadler & Tushman,
1989). It includes the culture of Oceans College and the informal and unseen approaches across
each of the campus locations. Those approaches, in many cases, vary from one campus to
another. Local approaches to doing things, despite the presence of College policies and
procedures indicating otherwise, may be the “way things are done” on a particular campus. Local
ways of doing things have become part of the daily operations of the College, and people have
become engrained in how they do what they do every day. There will be a need to review these
informal and hidden cultural pieces to determine what will work in an internationalized College
and what will need to be changed. This investigation could cause a lot of stress and unrest.
Therefore, clarity and communication across the College that includes all stakeholders will be
vital to ensure that everyone is listened to and that everyone understands the change. In this
endeavour, shared leadership and communities of practice will be two of the strongest
mechanisms for successful change by getting people engaged and giving them an opportunity to
take what is working now and adapting it for the internationalization change.
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Formal structure. The final core component of the congruence model is formal structure
(Nadler & Tushman, 1989). Formal structure is the visible presence of Oceans College, the
physical infrastructure and processes that make up the working environment of the College for
the students, faculty, staff, and programming. The impact of internationalization on the formal
structure of the College needs to be reviewed, not just to identify the need for expanded or new
infrastructure, but to determine how the current infrastructure can best accommodate and support
internationalization. I have discussed the impact on programs and their curricula, which will be
some the of biggest changes resulting from internationalization. The impact of this change will
ripple throughout the formal structure of Oceans College requiring great leadership in the
prioritization of change and the allocation of resources. When and where programming is
delivered will need to be reviewed. If there is an influx of students that will exhaust the current
use of teaching and learning and student supports infrastructure, then decisions about when,
where, and how programming will be delivered will need to be considered.
Using Nadler and Tushman’s (1989) congruence model as a lens for examining the
necessary changes to support internationalization has allowed for the identification of several
changes that need to occur at Oceans College for internationalization to succeed. It has also made
clear that regardless of the solution chosen, this change will take significant time and resources
and engagement at all levels. In the next section of this chapter, possible solutions for change are
discussed.
Possible Solutions to Address the Problem of Practice
I have looked at how to change using AI (Cooperrider & Whitney, 2005) and shared
leadership (Pearce & Conger, 2003). This means that in any solution examined, I must consider
what is already working well and take a positive look at possible change by engaging the people
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of Oceans College. This aim will be achieved through a model of shared leadership using
communities of practice to ensure that everyone can be involved in the solution and develop its
implementation. I have looked at what needs to change, using Nadler and Tushman’s (1989)
congruence model, and identified several areas in the organizational components of people,
work, formal structure, and informal structure and process.
I now look at possible solutions using Kotter’s (2012) eight-stage model of creating
major change. The stages are establishing a sense of urgency, creating the guiding coalition,
developing a vision and strategy, communicating the change vision, empowering broad-based
action, generating short-term wins, consolidating gains and producing more change, and
authoring new approaches in the culture (Kotter, 2012). This model will be the lens through
which the possible solutions are examined. My PoP is the lack of readiness at Oceans College to
cope with the significant enrollment of international students. The College currently has in place
many of the resources needed to support the internationalization of the student body, but it must
evolve to meet the needs of both international and domestic students to provide a learning
environment that gives all students every opportunity for success. These resources include
people, policies, infrastructure, and supports. Any solution must take them, as well as the impact
of change on the College and its external stakeholders, into account.
As a result of the critical organizational analysis, my research, the models and
frameworks discussed in this OIP, and my own experience with Oceans College, I propose three
possible solutions to address the need to internationalize the student body. I look at each
possibility in turn using Kotter’s (2012) eight steps in creating major change.
The first possible solution is to do nothing. In other words, Oceans College could
continue to maintain the status quo of focusing on domestic students. Those few international
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students who do enroll in Oceans College would spend their time at the College without the
resources that would give them the same opportunities for success as domestic students have. No
changes would be needed, but also, no wins would be generated.
The second possible solution is to develop a phased plan of implementing
internationalization. The change strategy could begin using programs that currently have the
most international students in them. In the case of Oceans College, they include Culinary Arts,
Tourism Management, and Business. These programs could be used a pilot for other programs at
the College. This option enables Oceans College to implement some change quickly while also
buying time for stakeholders to learn as they go and adapt programs accordingly. Full
implementation of the change across the College would be a phased, timed approach to be
completed over several academic years.
The third solution is to develop a plan that internationalizes all the programs at Oceans
College over a shorter period of time, one that would be determined by an AI analysis.
Stakeholders would be engaged through a shared leadership approach, using communities of
practice. This solution allows the College to set a date by which it intends to have the student
body fully internationalized and integrated. All the change planning and implementation would
be done and then given a definitive start date, from which the College’s student body would be
internationalized.
Table 2 presents each solution—do nothing, take a limited phased approach, and take an
all-in College-wide approach—using Kotter’s (2012) eight stage process.
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Table 2
Possible Solutions to Address My Problem of Practice

Stage of change

Solution One:
Do nothing

Solution Two: Limited phased
approach

Solution Three:
College-wide approach

Establishing a
sense of urgency

No sense of
urgency present or
needed.

A limited sense of urgency
involving only those
stakeholders engaged in the
limited change.

A strong sense of urgency as all
stakeholders identify the task
necessary to effect the change by the
determined implementation date.

Creating the
guiding coalition

Not necessary.

A need for buy-in, support,
and direction from executive
and leadership to those specific
people directly engaged in the
change. Identifying those
teams or individuals who will
work on this phased, limited
change.

A need for buy-in, support, and
direction from executive and
leadership to all schools,
departments, and people at Oceans
College. Identifying the College
teams and communities that will be
engaged in the cross-college change.

Developing a
vision and
strategy

No vision or
strategy required
other than deciding
to not
internationalize the
College.

Having executive and senior
leadership develop a vison and
strategy to identify and support
those programs involved in
this limited change. Develop a
strategy through AI and shared
leadership to identify the work
necessary for this limited
approach.

Having executive and senior
leadership develop a vison and
strategy to identify and support all
stakeholders. Develop a strategy
through AI and shared leadership to
identify the work necessary across
the College and begin to identify
those groups and communities to
engage in and develop the change.

Communicating
the change vision

Not necessary or at
best a communique
that explains why
internationalization
is not occurring.

Clearly develop an approach
for this change and a
communication plan for both
those involved and those not
involved. Communication
must be clear (clarity) and
constant. It should be sent to
everyone engaged in the
change and, where deemed
necessary, to those not directly
engaged in the change to
ensure their awareness of what
is happening.

Clearly develop an approach for this
change and a communication plan
for the College and its external
stakeholders as this is a crosscollege change that will impact all.
There is a need for constant and
regular communication from
College leadership and those teams
and communities developing and
implementing the change. This
would include updates and timeline
reports to determine if the change is
on schedule or if timelines need to
be changed.

Empowering
broad-based
action

No action required.

Identify obstacles and
resources impacting this
limited change. Some may be
program related, and some
could be more College-wide,
requiring change in some of

Identify obstacles to change and the
resources required for change across
the College. Identify processes and
policies that will require change and/
or renewal/replacement. Look to
College communities, both internal
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Solution Two: Limited phased
approach

Solution Three:
College-wide approach

Oceans College’s systems that
could spill over into programs
not a part of this limited
change.

and external, to develop novel ideas
and approaches to change.

Generating shortterm wins

None to generate.

Identify wins and
improvements that can be
shared by those engaged in the
limited change. Implement
them across the involved
programs and communicate
and recognize them as
positives to support the plan
for internationalization.

Identify wins and improvements to
current approaches and, where
possible, implement them across the
College prior to the project
implementation date. Communicate
and recognize these wins across the
College to all stakeholders.

Consolidating
gains and
producing more
change

None.

Prepare for the implementation
of change to those programs
participating in the limited
change. Identify the processes,
policies, and approaches that
do not work with
internationalization and look at
future change once this change
is implemented.

Prepare for the implementation of
change across the College. Identify
what is not working (e.g., resources,
policies and procedures,
infrastructure, faculty, staff) and
start the processes for making those
things work. Look at future change
beyond the implementation date for
this change. What can be done next
to further enhance Oceans College?

Authoring new
approaches in the
culture

None necessary—
no culture change.

Examine the culture changes to
those programs that are part of
this change. How, with
continuing leadership support
and engagement at all levels of
the College, can those changes
be fully integrated into the
culture of the programs?

Examine changes to the culture of
Oceans College brought about by
this change and what these changes
mean. How has the College’s culture
changed, and what ongoing supports
from leadership and all stakeholders
are needed? How can we make this
culture change be the new “we have
always done it this way”?

I have looked at the three possible solutions using Kotter’s (2012) eight-stage process as
a lens. Solution One, maintaining the status quo, does not solve the PoP and will not be looked at
further. This leaves me to discuss Solution Two, a partial implementation of change across a
sample of Oceans College programs, and Solution Three, a full implementation of the change
across the entire College, impacting all programs and stakeholders.
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Solution Two, the limited implementation of internationalizing those programs that
currently have the highest enrollment of international students, would get some traction at
Oceans College and could mitigate the risk of full cross-college implementation. An advantage
of this solution is that there would be a tight focus on the change, aimed at just those programs
with currently high international enrollment. Many lessons could be learned while going through
this limited change that could be applied later across the College. Oceans College has used the
pilot approach of new ideas to prove their feasibility before adopting them fully. However, many
of these pilot projects have been run and then not implemented on a larger scale, in many cases
due to a lack of appropriate support from leadership levels across the matrix organization
(Larson & Gobeli, 1987). This same lack of support could happen in this case. Many of the
policies and procedures needed to change these programs would be college-wide in nature, and
therefore would impact the College as a whole. The infrastructure and resources for these
programs would come from the College at large, impacting the entire College without everyone
benefiting from the results of the change.
Solution Three is the total implementation of internationalization across Oceans College.
As already discussed, other postsecondary institutions in the province have a significant
percentage of their student bodies as international students. As well, the provincial demographics
for those who would think of Oceans College as a possible postsecondary destination are
declining. Along with these shifts, the provincial government has made it clear through the Ivany
Report (Ivany et al., 2014) that immigration and education are two of the pillars that will support
the economic growth of the province going forward. These external factors give a sense of
urgency to Oceans College implementing internationalization, and Solution Three would best
address them.
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As looked at through Kotter’s (2012) eight-stage model, there is a distinct need for
leadership and communication throughout the change. Leadership at all levels must be engaged
during all activities leading to internationalization. Resources and infrastructure must be
considered. As a panprovincial college with 14 campuses, it would be more efficient to develop
and implement internationalization across the College at all locations, using infrastructure and
resources more efficiently. Budgets for a cross-college solution could be developed at once and
would help to identify the timelines of this project. Many College policies, processes, and
procedures would need to be changed. It would be more effective and efficient to complete this
work at once and not piece by piece, as would happen with Solution Two. Engaging all
stakeholders, both internal and external, and identifying the teams and learning communities that
will develop and implement the change, would best be done across the College.
Looking at the solutions discussed and given the factors for each, I believe that the best
solution for internationalizing Oceans College’s student body is Solution Three, a total crosscollege implementation. This solution best meets the needs of Oceans College and its
stakeholders. It is the most complete solution, bringing change to the whole College at once.
Whereas from a timeline perspective it appears to be the longest to implement, it avoids having
to implement a series of limited phased approaches, which would in total take more time across
all campuses. I discuss this aspect further in Chapter Three. To complete this chapter, I now
discuss ethics and their connection and importance to organizational change.
Leadership Ethics and Organizational Change
The core components of ethics as I understand them might be summed up in three
phrases: “My word is my bond”; “I lead by example”; and “I try to do the right thing, even when
it might be uncomfortable for me.” There is a moral component to ethics. What does one believe
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is right, and what does one do when faced with something that is wrong? Foucault (1990)
referred to morality “as a set of values and rules of action that are recommended to individuals
through the intermediary of various prescriptive agencies such as family (in one of its roles),
educational institutions, churches and so on” (p. 25). I would add experience, education, family,
experience, occupations, and faith as impacting my morality. As a leader, my morality is what I
apply every day and must keep in mind for every element of change at Oceans College.
I see three levels of ethics at Oceans College. The first level of ethics is that of the
institution: What is the moral code of the College? The next level comprises leadership ethics:
What messages do leaders send across the College, and how do they engage and interact with
College personnel and others? Finally, the third level is the ethics of the people of the College:
How do they act day to day, particularly when engaging with students? I focus on leadership
ethics as I believe firmly that leadership ethics influence both institutional ethics and the ethics
of the people in the institution. Without strong leadership ethics, an organization cannot succeed.
The literature has many examples of cases in which leadership ethics failed, and the organization
suffered. In some cases, the organizations ceased to exist (Enron, for example).
Nyukorong (2014) defined ethical leadership as “the demonstration of normatively
appropriate conduct through personal actions and inter-personal relationships and the promotion
of such conduct to followers through two-way communication, reinforcement and decisionmaking” (p. 56). This definition aligns with my own approach to ethics as described at the
beginning of this section. Ethical leadership is discussed in Chapter 13 of Northouse’s (2019)
book, Leadership: Theory and Practice (pp. 335–369). Many theories and approaches to
leadership ethics are discussed, but the theme that runs through all of them is that leadership is
values-based. To be an effective leader, one must be aware of one’s own values. Values impact
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personal ethics and, more important, what ethics leaders demonstrate to others. Hegarty and
Moccia (2018) described seven components of ethical leadership: gratitude, humility, justice,
mercy and compassion, prudence and objectivity, magnanimity, and integrity and resilience.
Each of these components come together to describe someone who can lead an organization
effectively and ethically. This manner of leading is reflected throughout an organization,
ensuring that the organization itself acts ethically and that its members do as well.
Finally, Yukl, Mahsud, Hassan, and Prussia (2013) listed what they consider to be the
four overarching qualities most relevant for ethical leadership:
(a) honesty and integrity (including consistency of actions with espoused values), (b)
behavior intended to communicate or enforce ethical standards, (c) fairness in decisions
and the distribution of rewards (no favoritism or use of rewards to motivate improper
behavior, and (d) behavior that shows kindness, compassion, and concern for the needs
and feelings of others (rather than attempts to manipulate, abuse, and exploit others for
personal gain). (pp. 40–41)
These qualities create a picture of an ethical leader who wants the organization and the
people in it to succeed. How do these ideas of ethical leadership apply to organizational change,
and in particular the internationalization of the student body at Oceans College? Ethical
leadership is paramount because without it, nothing, including the College, will succeed.
Fortunately, the leadership of Oceans College, of which I am a part, are focused on the best for
the College, faculty, staff, students, and external stakeholders influenced and impacted by the
College. The leadership acts ethically and strategically, leading members and managing the
resources and infrastructure of Oceans College to ensure the best possible learning environment
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for students. Having said that, what are the ethical responsibilities of Oceans College and its
leadership as it enters the change towards internationalization?
First, the leadership of Oceans College must not only believe in and support the change,
but they must ensure that through their actions and behaviours, the entire College believes and
supports the change. Their ethical approach to change must be reflected by all. This aim can be
achieved by using the elements of clarity and communication as described in my conceptual
model for change. With clear and regular communication, leadership can develop a process for
greater engagement and acceptance of the change. By understanding the context of the change
(e.g., resources, infrastructure, faculty, staff, budgets, and timelines) and the culture of the
College, leadership could again ensure the focus and energy required for a successful change. By
acting ethically and ensuring that ethical behaviour is an example to all, they can do a lot to help
those who may be resistant to change by showing how they approach and appreciate the change.
College leadership must be united in implementing this change. They cannot be seen as not
acting in tandem, as this could foment dissension that will negatively impact change. If the
leadership of Oceans College acts ethically, then the environment and appetite for change across
the College will be good, and the chances of a successful internationalization of the student body
will be high.
Chapter Two Conclusion
In this chapter I have described the how and what of change. I have examined possible
solutions and chosen the solution of a cross-college implementation of internationalization. I
discussed the need for ethical leadership to ensure a positive change environment and a greater
chance for positive change. For the how of change, AI, shared leadership, cultural theory, and
my conceptual model of the 4 C’s were each discussed with the common thread of the people of
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Oceans College. Appreciative inquiry was selected as it takes a positive look at organizations
and the change that occurs in them, looking at what has been done well to date and how it can be
used to create further positive change. The AI 4-D cycle of discovery, dream, design, and destiny
(Cooperrider & Whitney, 2005) provides a framework through which to take a positive look at
what Oceans College does well, where it is at, and what changes are necessary to sustain this
positive environment. Shared leadership is used to ensure that all leaders across the matrix
organization of Oceans College are involved in and understand the change to come.
Communities of practice were examined as a tool to engage people across the College in the
various elements of the change and as a vehicle for people to learn and implement the change at
their level.
What to change was examined using Nadler and Tushman’s (1989) congruence model.
The effect of inputs on the four elements of people, work, formal structure, and informal
structure and processes were examined. Using this model, what needs to change can be
identified, and for me it keeps the focus on the people of the College. I explored College
processes, both formal and informal, to understand the impact they will have on the culture
change caused by internationalization.
Finally, I looked at ethical leadership. Without it, there can be no successful change at
Oceans College. If leadership exhibits unethical behaviour, ethics will be compromised
throughout the College. This need for ethical leadership (leaders at Oceans College act ethically
by any measure) ensures a positive environment for change and significantly reduces the chances
and opportunities for bad behaviour. In Chapter Three, the implementation, evaluation, and
communication of change are discussed using Solution Three, the full implementation of
internationalization at Oceans College.
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Chapter Three: Implementation, Evaluation and Communication
In Chapter One, I looked at the organization, current state and culture of Oceans College,
and the rationale behind my PoP. I also introduced the leadership theories (AI and shared
leadership) used throughout my OIP, cultural theory, and my conceptual model of the 4 C’s of
Change that I have created as a lens through which to look at change. My rationale for selecting
the theories and concepts used in my OIP were discussed. They all build upon what Oceans
College is doing well and frame a robust understanding of internationalization and its impact on
the culture of Oceans College.
In Chapter Two, I built on Chapter One and looked at what to change and how to change,
developing a plan supported by theory and practice that will implement internationalization at
Oceans College as simply and as smoothly as possible. In this chapter, I develop the
implementation plan for my OIP by looking at the change that must occur and the goals that need
to be met for the plan to be successful. I also identify, as completely as possible, the stakeholders
impacted, the resources and processes required, and the timelines necessary.
Figure 4 gives a visual perspective on my theoretical and conceptual frameworks and
how, through the lens of my conceptual model, I have developed an implementation plan for my
OIP. The figure pulls my OIP together: my choice of leadership theories, cultural theory, and my
conceptual model that together forge a path to solve the PoP. This solution is the focus of
Chapter Three.
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Figure 4. A visual representation of the connectivity of theory and conceptual frameworks in this
OIP.

Change Implementation Plan
In this section, I develop the change implementation plan for my OIP. First, I look at the
goals of my plan, using the SMART goals template to illustrate that the goals are specific,
measurable, sustainable, results-focused, and time bound. Next, I describe the implementation
plan itself, including all related goals and priorities.
SMART goals. The SMART goal template reflects the totality of the goals in my
implementation plan, not specific individual goals (see Table 3). It is a summary of the approach
I have taken in developing goals for my OIP. Particulars on the goals, their impact on
stakeholders, resources, and other considerations are explored in the next subsection, Details of
the Change Implementation Plan.
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Table 3
SMART Goal Template
SMART goal aspect
SPECIFIC: Goals should
include strategies and
details (e.g., who, what,
how).

In what ways is your plan SMART?
All my goals are related to the need to support the proposed
change and address issues internal and external to Oceans
College that are impacted by the proposed change.

MEASURABLE: How will Each of the goals identified to this point in my implementation
you know you are making
plan has been developed with the aim of being measurable in
progress?
order that progress and success can be identified. More work
needs to be done.
ATTAINABLE: Is your
goal realistic given
resources available?

My goals are attainable given a clear understanding by all
stakeholders and strong support from College executive and
senior leadership, which I believe is in place. Clear
communication of this support is essential for success.

RESULTS: What are the
anticipated outcomes?

The anticipated outcome is the successful internationalization of
the student body at Oceans College. Internationalization will be
fully integrated into the programs, curricula, and culture of the
College. This will be realized through a steady increase in
international students over a period of academic years, including
the full implementation of supports, curriculum modifications,
and resources.

TIME BOUND: State
when you expect to
accomplish the goal.

Given that many of the goals of my implementation plan are
concurrent, and given the huge task of fully internationalizing
the curricula of all College programs, full cross-College
internationalization will take a minimum of five years to
complete. This timeline could shrink if change occurs smoothly
and more rapidly due to strong engagement, wise resource
allocation, and robust communication.

Note. Adapted from “SMART Goal: Specific, Measurable, Attainable, Realistic, Timely,” n.d.,
by Corporate Finance Institute, paras. 2–10. Copyright n.d. by Corporate Finance Institute.
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One advantage of using the SMART goal template is that it kept me focused while
developing my implementation plan. Realities such as budgets, resources, stakeholders,
government, and community priorities that could affect the success of the implementation plan
had to be kept in mind to realize the changes I have proposed in my OIP.
Details of the change implementation plan. My change implementation plan is
described in detail in Table 4. It lays out the goals and priorities, implementation processes and
limitations, the supports and resources for each goal, the stakeholders involved or affected by the
change, and the timeline for implementation.
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Table 4
Change Implementation Plan
Solution for Change: Internationalization of the student body
Strategy for Change: Implementation of change plan
Implementation
process

Implementation
issues/limitations

Policy reviews. The specific
policies that will be
reviewed as part of this plan
are:
1. Admissions Policy
2. Academic
Accommodations
Policy
3. Academic Integrity
Policy
4. Educational Equity
Policy
5. Evaluation Policy
6. Student Code of
Conduct
7. Work Integrated
Learning Policy

Complete review of
these existing
College policies
and processes with
a focus on student
equity, cultural
differences and
sensitivities,
languages
(translation where
necessary), and
supports to
international
students.

College policies are
reviewed annually. Some
will be under review, and
that review will need to be
revised to include the
impact of
internationalization. The
appropriate policy
owners/champions must
understand the implications
and needs for
implementation of
internationalization.

Current College policy
review procedures,
committees, and teams.
This is a normal process
of Oceans College and
would not include any
additional resources
other than the
prioritization of these
specific policies.

1.
2.

Cultural competency of
faculty and staff

Implementation of a
cultural competency
program to ensure
that faculty and
staff can provide
strong learning
environments for all
students, domestic
and international.

•
•

•

1.
2.
3.
4.
5.
6.
7.
8.

Goals/priorities

•

Resistance to change.
Development time for
cultural competency
program and
incorporation into
AEP.
Potential need to bring
in outside consultants
to lead initial cultural
competency training.

Stakeholders/
personnel

Supports/resources

•

•

Existing internal
expertise: faculty,
staff, and students.
Use of external
expertise and
experience where
required.
Approximate budget
of $300,000 per
academic year until

3.
4.

5.

9.

Timeline

Executive
Senior leadership
(deans, directors,
and academic
chairs)
Policy owners
College personnel
engaged in policy
development
Provincial
government through
LAE

Six to eight
months for
thorough policy
review.

Executive
Senior leadership
Faculty
Faculty union
Staff
Staff union
Students
Campus
communities
LAE

Initial
development six
months to one
year. First
delivery within
first year and
ongoing on a
continuous cycle.
This process
would be similar
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Solution for Change: Internationalization of the student body
Strategy for Change: Implementation of change plan

Goals/priorities

Implementation
process

Implementation
issues/limitations

Cultural competency of
faculty and staff (continued)

Internationalization of the
curriculum

Internationalize
content, assessment,
evaluation tools,
and, where
necessary,
outcomes of the
curriculum of all
programs at Oceans
College.

•

•

The large number and
diversity of programs
make this a complex
process that will take
considerable time and
resources.
Speed and depth of
changes to curriculum
are limited by the
capacity of the College
curriculum department
and by the time it will
take for faculty to
adapt.

Stakeholders/
personnel

Timeline

faculty and staff
have a level of
cultural competency
that meets the needs
of international
students.

10. Community
stakeholders
engaged with each
of the campuses.
11. Employers, who
need to understand
that many future
graduates will have
an international
background.

to implementation
of the College
diversity and
inclusion policy—
a series of
mandatory
workshops
delivered across
all campuses and
online.

Curriculum
development
process: 20% of
College programs
are reviewed each
year. Review should
expand and
prioritize programs
requiring
internationalization.
Covered under the
existing budget—
approximately
$200,000 per
program. This
includes human
resources,
development tools,
and the use of
industry consultants
where required.

1.
2.
3.

Ongoing
transition for at
least a five-year
period depending
on the complexity
of changes. Initial
focus on programs
that attract the
most international
students (Culinary
Arts, Tourism
Management,
Business, IT).
Any new
programming
would be
developed within
an
internationalized
curriculum
framework.

Supports/resources

•

•

Executive
Senior leadership
Curriculum
Development
Department
4. Faculty
5. Faculty union
6. Staff
7. Staff union
8. Students
9. Communities
10. LAE
11. Industry partners
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Solution for Change: Internationalization of the student body
Strategy for Change: Implementation of change plan

Goals/priorities
Student supports including:
1. Student Financial Aid.
2. Visa support.
3. Work Integrated
Learning eligibility.
4. Immigration supports.
5. Cultural competency,
including review of the
academic calendar to
reflect non-Christian
holidays.
6. Housing support.
7. Counselling—
counsellors will need
to be able to support
international students.
8. Community supports,
particularly where
there is no culturally
representative
community at a
campus location.

Implementation
process
Review of existing
student supports
and creation of new
ones for
international and
domestic students.

Implementation
issues/limitations
Need to develop the
following supports:
• Housing supports
• Visa assistance
• Religious and cultural
considerations
• Language services
• Community supports
• Employment supports

Stakeholders/
personnel

Supports/resources
•

•

•

•

Student Services—
current available
services for students
that include financial
and counselling
services.
Community
engagement and
integration to
support students of
different linguistic
and ethnic
backgrounds.
Connections and
supports with
external agencies,
industry, and LAE to
ensure work
placement and other
opportunities for all
students.
Majority of
resourcing will come
from existing
budgets. Outside
expertise to support
the creation of new
services and update
existing services will
cost approximately
$600,000 over a
three-year period.

1.
2.
3.

4.
5.
6.
7.
8.
9.

Executive
Senior leadership
Curriculum
Development
Department
Faculty
Faculty union
Staff
Staff union
Students
Communities

Timeline
Current
development,
aiming for most
supports in place
within the first
year of change
and ongoing,
continuous
development from
that point on.
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Solution for Change: Internationalization of the student body
Strategy for Change: Implementation of change plan

Goals/priorities
Resources including:
1. Budget to support plan
implementation.
2. Development of
cultural competency
PD.
3. Changes of physical
plant to support
cultural needs of all
students.
4. Additional hires to
support
internationalization
with particular
experience and
expertise in supporting
international students.
5. Increased availability
of teaching and
learning resources,
including library
services to support
international
students—identified
through the
internationalization of
the curriculum process.
6. Additional space for
staff.
7. International students
support centres on
campuses.

Implementation
process

Implementation
issues/limitations

Ongoing concurrent
identification of
resources needed to
support
internationalization
across all campuses
and schools of
Oceans College.

Resource limitations (e.g.,
financial, physical plant,
human capital) will impact
the speed and timing of
internationalization.

Stakeholders/
personnel

Supports/resources
1.
2.
3.
4.
5.
6.
7.

Government; budget
Current physical
plant
IT infrastructure
Campus
infrastructures
Possible new
infrastructure
Communication
planning
Marketing

1.
2.
3.
4.
5.
6.
7.
8.
9.
10.
11.

Executive
Senior leadership
Faculty
Faculty union
Staff
Staff union
Students
Campus
Campus facilities
LAE
Campus
communities

Timeline
Availability of
resources will
dictate the timing
and speed of
implementation.
Happening
concurrently with
other goals and
priorities, a multiyear resource plan
would need to be
developed.
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Solution for Change: Internationalization of the student body
Strategy for Change: Implementation of change plan

Goals/priorities
Communication plan

Implementation
process

Implementation
issues/limitations

Development of a
comprehensive,
continuous, multilevel
communication
plan that engages
with all internal and
external
stakeholders.

Need for clarity and
urgency to communicate
the change, its impact, and
issues:
1. Why make the
change?
2. How will the change
occur?
3. What is the timeline?
4. Impacts on
stakeholders (e.g.,
broadening the
academic calendar
from its current
Christian focus).
5. Feedback and
reporting mechanisms
for discussing change
and the issues it
brings.
6. A resolution and
issue-handling
process.
7. Clear messaging from
executive and senior
leadership and the
engagement of all
stakeholders.
8. Periodic and regular
updates and reports to
the College
community and
external partners.

Stakeholders/
personnel

Supports/resources
1.

Marketing and
Communications
department
2. External marketing
and communication
consultants
3. Executive
4. Senior leadership
5. Faculty
6. Staff
7. Students
8. Communities
9. Government
10. Industry partners
Most of the
communication plan can
be taken from existing
budgets, but
communicating the
change to all stakeholders,
internal and external, will
cost an additional
$100,000 per year for an
initial three-year period.

1.
2.
3.
4.
5.
6.
7.
8.
9.
10.
11.

Executive
Senior leadership
Faculty
Faculty union
Staff
Staff union
Students
Campus
Campus facilities
LAE
Campus
communities

Timeline
Ongoing process
concurrent and
continuous with
all other goals and
priorities.
Communication
process becomes
the new process
for
communicating
change at Oceans
College going
forward.
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The SMART goals listed in Table 3 are the framework through which the progress of the
goals and priorities in the implementation plan in Table 4 can be monitored. Ensuring that the
goals and priorities meet the SMART goals standard will create a good implementation plan that
can be evaluated as it progresses. I find SMART goals to be a simple tool understood by most
people, ensuring an easier time of engaging stakeholders. I now describe my implementation
plan in detail.
Implementation plan discussion. Several considerations were incorporated in the
development of my implementation plan:
•

the change that is to occur;

•

the goals and priorities that need to be met for the change to be made;

•

the current culture and operations of the College;

•

the impact that change will have on the College; and

•

how to best communicate to internal and external stakeholders who will implement
the change and be impacted by it.

Communication is critical for success. I have developed a detailed communication plan
as part of this chapter with the aim to engage all stakeholders, resulting in a higher probability of
success. Bolman and Deal (2017) stated that “changes that are more employee driven and
comprehensive have a better chance” (p. 368). I kept this advice in mind when developing my
implementation and communication plans with their emphasis on stakeholder engagement
throughout.
The above considerations led me to develop my conceptual model of the 4 C’s (see
Figure 2), use the theoretical approaches of AI (Cooperrider et al., 2000; Cooperrider &
Whitney, 2005) and shared leadership(Pearce & Conger, 2003), and look at cultural theory for
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how they best help me understand Oceans College and the impact of change. Figure 2 illustrates
my conceptual model through which I look at how my theoretical choices impact my PoP and
OIP. Figure 4, in turn, pulls together all that I have discussed in this OIP.
The main foci of AI are taking a positive approach to change, understanding what is
currently working in an organization, and building on it. Cooperrider et al. (2008) described AI
as “the cooperative co-evolutionary search for the best in people, their organizations, and the
world around them” (p. 3). In other words, taking the people and current state of an organization
and using what is best as the basis for change. This idea resonates with me as Oceans College is
doing a lot right. As can be seen in Table 4, one of the priorities in my implementation plan is the
review and updating, where necessary, of policies and procedures, not the creation of new ones.
This approach allows stakeholders to recognize that much of what they do is good and
supportive and is a less disruptive change.
Cultural competency is a focus of my implementation plan. Culture is one of the key
elements in my conceptual model (see Figure 2). Without the stakeholders of Oceans College
having some level of cultural competency when dealing with cultures other than their own, the
chances of successful internationalization are reduced. I see cultural competency as a central
priority of my implementation plan. Cai (2016) described cultural competency as “the ability to
respond to cultural diversity” (p. 269), and this ability to respond to cultural diversity must
become part of the culture of Oceans College.
Internationalizing the curriculum of Oceans College is one of the most important,
resource-intensive, and time-consuming goals of my implementation plan. Over time, all of
Oceans College’s programs will need to be reviewed and internationalized to support the
learning of all students. Leask (2015) said that “internationalization of the curriculum is situated
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at the intersection of policy and practice in universities and is the cause of fascination,
frustration, confusion and fulfillment for students, academic staff and university managers” (p.
3). For me, this dictates the need to ensure that the curriculum at Oceans College and those who
design, develop, deliver, and learn from it receive the resources they need to have the best
possible success. Figure 5, an adaptation of Leask’s internationalization of curriculum model, is
a visual of the internationalizing of the curriculum process. As can be seen in Figure 5, and based
on my own experience of many years of developing and reviewing curriculum, the process of
internationalization is not appreciatively different than the process of curriculum development
shown in Figure 6. It is this similarity of processes that will allow for the smooth transition
towards an internationalized curriculum at Oceans College.

Figure 5. Adaptation of Leask’s process of internationalization.
Adapted from Internationalizing the Curriculum, by B. Leask, 2015, p. 42. Copyright 2015 by
Routledge.
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Figure 6. Curriculum development model.
Adapted from “Development Curriculum and Teaching Models of Curriculum Design for
Teaching Institutes,” by K. C. Chaudhary and R. Kalia, 2015, International Journal of Physical
Education, Sports and Health, 1(4), p. 58. Copyright 2015 by Tirupati Journal Solutions.

Figures 5 and 6 illustrate the different approaches to curriculum development for
internationalized curriculum. The curriculum development team and faculty will need to consider
these steps when internationalizing the curriculum at Oceans College.
Change Process Monitoring and Evaluation
There needs to be a way to monitor and evaluate the implementation of the plan. This
process needs to be compatible with the implementation plan, understood by the stakeholders,
and not significantly different from plan monitoring and evaluation processes currently used at
Oceans College.
There are several approaches in use that would work for my OIP. Cawsey et al. (2016, p.
357) discuss the Balanced Scorecard, a tool that integrates success factors (goals and priorities)
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with simple measures that track the progress of these factors as they are implemented. The
balanced scorecard has been used by Oceans College to measure progress in past strategic plans,
so it would be understood by many of the stakeholders engaged in the implementation plan.
Table 5 takes the goals and priorities of my implementation plan and develops the monitoring
and evaluation tools to measure them.
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Table 5
Change Monitoring and Evaluation Plan
Solution for Change: Internationalization of the student body
Change Monitoring and Evaluation Plan

Goals/priorities

Monitoring and evaluation
tool

Evidence

Timeline

Remarks

Policy reviews—the specific policies
that will be reviewed as part of this plan
are:
1. Admissions Policy
2. Academic Accommodations
Policy
3. Academic Integrity Policy
4. Educational Equity Policy
5. Evaluation Policy
6. Student Code of Conduct
7. Work Integrated Learning Policy

Oceans College Policy
Review Committees
currently in place.

Publication of reviewed
policies in a timely
fashion in accordance
with Oceans College’s
strategic and business
plans.

Policies identified here to
be reviewed and amended
annually in accordance
with current timeline once
plan is approved.

Policies to be published on
College website and made
available to all
stakeholders.

Cultural competency of faculty and staff

Cultural competency
professional development
program developed by
Oceans College’s
Organizational
Development team in
concert with cultural
experts and stakeholders.
Existing internal expertise
includes faculty, staff, and
students. Use of external
expertise and experience
where required.

•

Workshops to be available
in six months of plan
approval, with 70% of
internal stakeholder
completion of workshops
or other PD experiences in
first academic year, and
100% completion and
ongoing learning after two
academic years.

Need an initial push for
workshops and integration
of cultural competency into
the professional practices
of faculty and staff. Similar
workshops for students and
how internationalization
will positively affect their
learning environments.

•

Creation and
completion of
cultural
competency
workshops.
Incorporation of
cultural
competency into
College PD
program for new
hires (AEP).

Community meetings to do
the same with communities
in which the College has a
campus.
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Solution for Change: Internationalization of the student body
Change Monitoring and Evaluation Plan

Goals/priorities

Monitoring and evaluation
tool

Evidence

Timeline

Remarks

Internationalization of the curriculum

Curriculum review process
currently in effect at
Oceans College will
continue to be used to
review and measure the
completeness and
relevancy of curriculum of
all programs at Oceans
College.

All new programs
approved by LAE and
existing programs
reviewed and approved
by College Board of
Governors as per
current College
processes.

Curriculum development
process—20% of College
programs are reviewed
each year. Review needs
to be expanded to include
internationalized
curriculum. Given the
number of programs
(130), this is an ongoing,
long-term process with
emphasis on programs
with the greatest interest
to international students
being reviewed first.

The current curriculum
review map will need to be
reviewed to ensure
resources are focused on
in-demand programs and
that eventually all
programs are
internationalized.

Student supports including:
1. Student Financial Aid
2. Visa support
3. Work Integrated Learning
eligibility
4. Immigration supports
5. Cultural competency, including
review of the academic
calendar to reflect nonChristian holidays
6. Housing support
7. Counselling: counsellors will
need to be able to support
international students

Review of existing student
supports and creation of
new student supports for
international and domestic
students.

Approval of student
supports by executive,
board, and LAE where
necessary.

Given the current approval
timelines and the need to
provide resources for the
changes to student
supports, all the supports
should be approved and
supported by resources
within a total timeline of
two academic years.

This timeline is linked to
the ability of Oceans
College to sufficiently
resource the needs here,
including budget, physical
resources, and, where
identified, human capital.

Community supports, particularly where
there is no culturally representative
community at a campus location.

The College could connect
with community cultural
agencies and supports as
appropriate.
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Solution for Change: Internationalization of the student body
Change Monitoring and Evaluation Plan

Goals/priorities
Resources including:
1. Budget to support plan
implementation.
2. Development of cultural
competency PD.
3. Changes of physical plant to
support cultural needs of all
students.
4. Additional hires to support
internationalization if identified—
persons with experience and
expertise in supporting
international students.
5. Increased availability of teaching
and learning resources, including
library services, to support
international students. To be
identified through the
internationalization of the
curriculum process.

Monitoring and evaluation
tool
Monitoring of budgeting
and resourcing processes to
be included in planning and
approval along with
necessary changes to
support internationalization
across all campuses and
schools of Oceans College.

Evidence

Timeline

Resource limitations
(financial, physical
plant, human, capital)
are overcome and
resources are in place to
support
internationalization.

Based on budgeting,
hiring, and capital
resource acquisition
cycles, this process should
take a maximum of three
fiscal years (April to
March annually).

Remarks
Priority given to those
resources critical for the
launch of
internationalization;
student supports and
additional hires where
identified and needed.
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This monitoring and evaluation plan will facilitate how the internationalization of the
student body at Oceans College can be adopted and supported by stakeholders, leading to a
smooth change to its learning environments. Change monitoring and evaluation is critical for
successful change. I now look at how to communicate this change to stakeholders and maintain
their engagement across the entirety of the implementation of the plan.
Plan to Communicate the Need for Change and the Change Process
I have discussed communication in some detail throughout my OIP, and it is a key
element of my conceptual model. I believe it to be the most important tool for successful change.
Without a comprehensive communication plan that addresses all goals and priorities of the
implementation plan, and includes all stakeholders impacted by the plan, effective, integrated
change will be difficult. An effective communication plan identifies what needs to be
communicated, why it is being communicated, and how it should be communicated. As
described by Lewis (2019), an understanding of what the organization and its stakeholders
communicate is important. Her definitions of formal and informal communications were
discussed in Chapter Two in the communication section of my conceptual framework. Knowing
what methods Oceans College uses to communicate with stakeholders (formal communications),
and how stakeholders may interact with one another (informal communication) is important for
the development of a strong communication plan. This is particularly true for this OIP as the
communication plan will rely on the communication tools and pathways currently used by
Oceans College.
These tools and resources ensure a strong communication plan that will raise stakeholder
awareness and engagement in change. In particular, the continued engagement of senior
leadership and the use of multiple communication tools will be critical for success. Using each of
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these suggestions for the effective communication of change, I have developed a communication
plan that is comprehensive and complete. It not only builds awareness for the need to change but
also engages stakeholders in that change. The communication plan draws from Richardson and
Denton’s (1996) eight key points for communicating change. Despite its age this is still a good
framework for developing a strong communication plan, and one that fits nicely with the current
communication processes of Oceans College. Each point is described in turn.
Point 1: Give employees as much information as early as possible. It is essential when
leading change to ensure that all stakeholders are aware what change is happening and why
(Alcaide-Muñoz, Bello-Pintado, & Merino-Diaz de Cerio, 2018). Empowerment is key for good
communications (Alcaide-Muñoz et al., 2018), which is why Richardson and Denton (1996)
admonished leaders to “give employees as much information as early as possible” (p. 71).
In the case of Oceans College, this step of the communications plan will include the
background and rationale behind the change to internationalization, and the clear understanding
of why the change is recommended. This will be done as early as possible using the clear
background analysis and need for change I discussed in Chapter One. An explanation and
understanding of internationalization will be included in the plan. This part of the
communication plan will be reissued regularly, to refresh stakeholders’ understanding of the
change and to ensure that new stakeholders know what is happening. This can be best done
through several tools including regular correspondence with stakeholders through email,
newsletters, and the Oceans College website.
Point 2: Continue the communication effort throughout. It is important that
communication of change be constant and continuous. As such, communication efforts should be
continued “throughout and even after the change, not just at the beginning” (Richardson &
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Denton, 1996, p. 71). This key point will be accomplished using a program of regular
communication about the change to all stakeholders. These communications will come from
executive and senior leadership to indicate their continuing engagement and belief in the
importance of change. These communications should be an item on regular meetings of
leadership forums and groups using other communication tools currently in place at Oceans
College.
Point 3: Use “rich” communication media. The key to Richardson and Denton’s (1996)
third point, rich media, is interactivity (Lemonnier, 2008). “The more face-to-face opportunities,
the better. If this must be limited, consider satellite hook-ups, teleconferences, or other
interactive ways of staying in touch with your people” (Richardson & Denton, 1996, p. 71). In
this instance, maximum use of face-to-face, video, and other direct communication tools that
foster interactivity will be essential for good communication. Included would be options such as
the following:
•

Regular visits and presentations to campuses regarding the status of the change by
members of executive and senior leadership.

•

Regular agenda items for discussion at school and department meetings.

•

Regular presentations by campus principals to their campus groups on the progress
and impact of the change.

•

Use of community meetings to communicate the status of change with communitybased stakeholders including industry and government.

•

Where face-to-face communication is not possible, the use of live and recorded video
to communicate change will be a useful tool.
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Each of these communication approaches will help to ensure that the communication of
the change, and the ongoing engagement of stakeholders, will continue across the entire timeline
of the change.
Point 4: Utilize supervisors and middle managers as key communication links. One
of the elements of my communication plan is that the current communication processes and tools
at Oceans College should be used as much as possible to simplify the plan and give it a greater
chance of becoming a regular part of College activities. Richardson and Denton (1996) advised
the use of “supervisors and middle managers as key communication links. Encourage, train, and
hold them accountable for keeping employees informed and providing a lot of interpersonal
communication regarding the changes” (p. 71).
In the case of Oceans College, there are tested methods of communication using
supervisors and managers. Oceans College has two leadership groups that meet regularly to
discuss issues and items of concern. The expectation is that attendees at these groups then
communicate what they have heard to their team members, students, and other stakeholders of
the College. The two groups or forums are the Senior Leadership Forum, which consists of
executive and all direct reports (deans, directors, principals, and others), and the College
Leadership Forum, which consists of the Senior Leadership Forum plus all the College’s
academic chairs and managers. These bodies are regularly used to communicate change across
the College and would continue to do so in this case. An advantage of this model is that all
stakeholders internal to Oceans College hear what is happening with the change, not from
executive and senior leadership, but from their own academic chair (in the case of faculty and
students) or manager (in the case of staff).
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Point 5: Recognize the emotional issues and the rational ones. With any change,
stakeholders can have emotional and rational reactions, and these responses must be considered
as part of any communication plan. Oceans College needs to “recognize and be willing to deal
with the emotional issues as well as the rational ones. Be prepared to deal with anxiety, fear,
uncertainty, and mistrust” (Richardson & Denton, 1996, p. 72). Senior leadership must take these
issues into consideration and do everything to alleviate them across the faculty and staff. This
includes addressing the concerns of faculty and staff about the impact of internationalization on
their practice and what changes there will be in the day-to-day operations of Oceans College. It
also includes addressing the changes that will happen in programming, classrooms, and services
provided to students. Clearly stating these changes in the communication plan will help to
alleviate any issues that faculty and staff may have.
The communications must address concerns from stakeholders, including those
individuals and groups who simply do not want change to happen. Openness and constant
communication, along with group meetings, frequent newsletters, and the use of the College
website as consistent tools for communication, will help in easing stakeholder concerns.
Executive and senior leadership must stay engaged and cannot isolate themselves from how
people are feeling about the change (Richardson & Denton, 1996).
Point 6: Involve employees in the change process. Richardson and Denton’s (1996)
sixth point is to “involve employees in the change process and in decisions about change as
much as is possible” (p. 72). The engagement of stakeholders in any communication plan is
critical to success. This must be two-way communication, both from leadership and from faculty,
staff, students, and others. Keeping in mind the central thread of my OIP is that it builds on what
Oceans College is doing well, there is a need to engage with and listen to all stakeholders, many
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of whom may have ideas and concerns that will improve the implementation of the plan. These
ideas cannot be heard if all stakeholders are not listened to. They must be heard. Regular
meetings and updates, campus team meetings, and the like are all good tools for this aim. All
stakeholders must be engaged for success.
Point 7: Use formal communication assessments. Using formal communication tools to
get the message out about the change is important. Change leaders can “use formal
communication assessments to establish baselines, direct communication strategies, and monitor
progress as the change unfolds” (Richardson & Denton, 1996, p. 72). Messages from the
executive, updates on the website, newsletters, and other formal tools are important for
communication success. There is a need to assess the effectiveness of the communication plan
and tools within it, including regular meetings with all stakeholders to determine their
understanding and engagement with change. Surveys could be used to ensure that the key
communications messages are not only received but understood. Oceans College’s
communications department would bring its expertise to bear on assessing the effectiveness of
the communication plan.
Point 8: Make sure that actions match words. Finally, Richardson and Denton (1996)
advised change agents to “make sure that actions match words. The symbolic and behavioral
communication of management is more important than is its rhetoric” (p. 72). It is critical that all
levels of leadership at Oceans College be committed to the change happening as a result of my
OIP and that all stakeholders internal and external to the College see this commitment.
Leadership regularly reinforces their commitment through their actions and words. Without this
commitment, no matter how good and complete the implementation plan is, it will not succeed.
If the actions do not align with what has been said, then senior leadership of the College, who
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have agreed to this plan, must step in and clarify that the implementation plan is sound and for
the betterment of the College and its stakeholders.
The four components of my conceptual model of the 4 C’s (context, culture, clarity, and
communication) are supported by this communication plan. The plan clearly identifies the need
for all stakeholders to understand the context of change happening and that this context should
be communicated regularly and consistently throughout the change. It identifies the need for an
understanding of the current and future cultures at Oceans College and how to best communicate
the cultural impact that will happen. It provides clarity for all stakeholders as the change and the
communication of it roll out. Finally, it clearly communicates the why, how, what, and when of
the change to come. I now discuss what needs to happen moving forward once the
implementation plan has been approved and put in place.
Next Steps and Future Considerations
Several issues need to be considered as the plan is implemented. A continuous change
monitoring process must be maintained. My recommendation is that the plan described in my
OIP be regularly reviewed and used as the direction and measure for change. Oceans College
currently has an annual review process for its major strategic, business, and operational plans.
This plan should become part of this process, with regular check-ins by leadership at all levels.
Many of the elements of this implementation plan will take over the current policies and
processes of the College and should monitored and measured using existing tools. Once the
implementation of internationalization is underway, regular cyclical monitoring of the change
will be necessary. I recommend that, wherever possible, existing Oceans College review
processes be used (e.g., for curriculum, professional development, budgets, admission targets).
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This approach stays aligned with the primary theme of my OIP, that it builds upon what Oceans
College is doing well.
Continuing to use AI (Cooperrider et al., 2008) and shared leadership (Pearce & Conger,
2003) to lead and manage the changes happening will help in finding the positives in what is
being done and build upon them. It will also be important to continue to engage all internal
stakeholders of the College through communities of practice (Wenger, 1998) and other activities
that integrate with Oceans College’s matrix organization (Sy & D’Annunzio, 2005).
There will need to be for a continuous review of the culture (Schein, 2017) of Oceans
College to identify potential problem issues. As one of the foundational documents of my OIP,
the Ivany Report (Ivany et al., 2014) will need to be referenced to confirm that the aims of the
provincial government continue to be met. I would continue to use my conceptual model of the 4
C’s to review change driven by this plan to verify that all stakeholders are aware of the context in
which the change is occurring, that the culture of Oceans College is understood, and that its
evolution and change to include internationalization is engaging and clear. Finally,
communication will be key for all stakeholders, both existing and new, as the plan is
implemented and evolves.
Communication and cultural competency will continue to be two important areas that will
require engagement by all stakeholders to maintain the momentum of change. Most importantly,
executive and all leaders at Oceans College must continue to show their belief and engagement
in internationalization, that it is the new culture of Oceans College.
Along with all these actions that support the ongoing internationalization of the student
body at Oceans College, there will be a need to integrate internationalization into the way that
Oceans College operates, including its policies and processes, teaching and learning, program
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development and delivery and supports for students. This change should be integrated into the
strategic, business, and operational plans of Oceans College moving forward.
Chapter Three Conclusion
This chapter has brought together the major elements of my implementation plan. This
implementation plan, along with the monitoring and communication plans supporting it, will lead
to the successful internationalization of the student body at Oceans College. In this chapter I laid
out the implementation plan process (see Table 4) and the assessment and evaluation plan (see
Table 5). Taking these two plans together, I have created strong implementation and monitoring
processes for the internationalization of the student body ay Oceans College. I developed a
communication plan using Richardson and Denton’s (1996) eight key points for communicating
change that clearly lays out the communication processes that can engage all stakeholders in this
plan now and into the future. Finally, I looked at next steps and future considerations of what
will need to be done to keep this implementation plan on track and the stakeholders engaged with
it.
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OIP Conclusion
This OIP outlines an implementation plan based in theory and practice to solve the issue
of my PoP—the lack of readiness at Oceans College to cope with the significant enrollment of
international students. Chapter One discussed the structure and organization of Oceans College;
its mission, vision, and values; and its matrix organization structure. This information presented
a clear picture of the College as it exists today in preparation for the development of my OIP.
Three key tenets are at the core of this OIP: that Oceans College does a lot of good things well
already, that communication is key, and that understanding the College’s culture is essential.
These tenets led to the selection of the leadership theories that I chose to examine and use for this
OIP: AI and shared leadership. These theories were selected as both take a positive peoplecentric path and allow for leadership to act at all levels across an organization. This aspect is
important at Oceans College because of its matrix nature and panprovincial distribution. The
culture of Oceans College, the stakeholders affected by the change, and internationalization were
discussed as foundational aspects of this OIP.
In Chapter Two, I looked at how to change and what needs to be changed. I examined AI
and shared leadership more deeply and further developed the conceptual model of the 4 C’s of
Change (see Figure 2). This framework of context, culture, clarity, and communication became a
lens to further focus the solution for the OIP (see Figure 4). From that, three possible solutions
were discussed, and I determined that the best solution was the full transition to
internationalization of the student body at Oceans College.
In Chapter Three, I developed and discussed the implementation plan in detail (see Table
4). This detailed plan allows for the successful implementation of internationalization, solving
the PoP and clearly identifying what needs to be changed and the resources and stakeholders
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involved. Table 5 laid out the evaluation and monitoring of the implementation plan and how its
success could be tracked. Finally, a detailed communication plan was developed using
Richardson and Denton’s (1996) eight key points for communicating change, that will be used to
continue to communicate the implementation plan to all College stakeholders. The
implementation, evaluation and monitoring, and communication plans come together to
constitute a theoretically based and practical roadmap to successfully implement
internationalization of the student body at Oceans College. Next steps and future considerations
were discussed, including how to keep the plan alive and moving forward, integrating it into
Oceans College’s planning processes and engaging stakeholders moving forward. This will
ensure the ongoing successful implementation of internationalization.
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